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ABSTRACT
Exemplary Leaders’ Use of Power and Influence to Cultivate an Ethical Organizational
Climate: Case Studies of Millennial Leaders in Admissions/Enrollment Management in
Private Non-profit Higher Education
by Sasha Budde Crowley
Purpose: The purpose of this qualitative multiple case study was to identify and describe
how exemplary Millennial leaders in admissions/enrollment management use power and
influence to create ethical organizational climate and to describe essential tactics
Millennial leaders in admissions/enrollment management use to sustain an ethical
climate.
Methodology: Qualitative case study methodology was used to provide a detailed
description of the perspectives of 11 exemplary Millennial leaders in
admissions/enrollment management in private non-profit higher education institutions in
California, Oregon, and Washington and their approach to power, influence, leadership,
and organizational climate. Case study instruments were developed through the lens of a
theoretical framework, capturing the tactical use of power and influence, ethical
leadership, and the cultivation of ethical organizational climates.
Findings: Qualitative findings of this research illustrate how exemplary Millennial
leaders, who participated in this study use power and influence to create and sustain an
ethical organizational climate. Data analysis produced nine themes, demonstrating the
tactics these leaders use to influence ethical decision-making and behavior as well as
cultivating a culture of trust being most prominent theme.
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Conclusion: The study’s findings support the need for higher education institutions to
prioritize professional development to equip the next generation of leaders with ethical
leadership skills. The study demonstrated the need to appoint exemplary Millennial
leaders to lead task forces and committees to proactively develop an awareness of their
organizational climate’s responses to current unprecedented times in higher education in
order to address any factors that may lead to unethical decision-making or behavior,
especially related to admissions/enrollment management.
Recommendations for Action: There is a need to explore generational distinctions in the
context of leadership in higher education and to identify leaders of all ages who use
power and influence to sustain an ethical organizational climate. It would be
advantageous to examine how admissions/enrollment leaders can partner with
professional organizations to help streamline ethical processes/policies and determine
where the gaps exist. Future recommendations influenced by the impact of the
Coronavirus pandemic, growing public scrutiny, and initiatives related to implementing
equitable admissions practices that create more diverse and inclusive student populations
are critical for future ethical organizational climates.
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CHAPTER I: INTRODUCTION
All too often, news headlines are characterized by ethical scandals occurring in a
variety of organizations, including government agencies, Fortune 500 companies, and
even faith-based organizations (M. E. Brown & Treviño, 2006). Consider recent
examples such as the Environmental Protection Agency’s (EPA) discovery that managers
at Volkswagen were cheating on emission tests and the revelation that Wells Fargo
employees opened accounts for millions of customers without permission, which resulted
in a three-billion-dollar settlement (Ivcevic, Menges, & Miller, 2020). According to
Schwartz (2015), unethical behavior at any level, from the misuse of company time to
abusive behavior, employee theft, lying, and violating internet policies, costs
organizations money and affects employee morale. As a result, researchers have
developed an interest in the role of leadership in reducing misconduct and creating an
ethical climate within organizations (Mayer, Keunzi & Greenbaum, 2011).
In studying the relationship between a leader and an ethical organizational
climate, an examination of power and influence can build an understanding of the way
the values of a leader influence others. French and Raven (1959) define power in terms
of influence, highlighting that power and influence is a social interaction and involves a
relationship between agents. Raven (2008) later distinguished between social power,
which refers to the leader’s ability to enact change, and social influence, which refers to a
leader’s ability to change a belief, attitude or behavior in another person through the
leader’s actions.
While some studies, such as the one conducted by Clements and Washbush
(1999), acknowledge the “dark side” of leadership when it comes to leader-follower
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dynamics, other studies show that an ethical leader can mitigate misconduct through the
use of tactics, including acting as a role model for ethical behavior (M. E. Brown,
Treviño, & Harrison, 2005). Examining the approaches used by exemplary, ethical
leaders will provide insights regarding how organizations can foster an ethical culture
that limits misconduct (Mayer et al., 2011).
Currently, Millennials (those born between 1981 and 1996) account for 35% of
the job market (Fry, 2018), and research suggests a new approach to ethical leadership is
needed to promote ethical behavior (Anderson, Baur, Griffith, & Buckley, 2017). In
Twenge’s (2010) study about generational differences, it was revealed that Millennials
are continuing the trend of younger generations in being more individualistic than
previous or older generations. While Twenge notes there can be negative aspects to their
individualistic nature, Twenge also identifies the positive side of Millennials’ nature in
their tendency to have an equitable view of others, treating others as “individuals rather
than members of a racial or gender group” (p. 206). Millennials’ equitable outlook of
others, in addition to their commitment to the success of others in an organization
(Business News Daily Editor, 2020), provides a foundation for “altruistically motivated
behavior,” which is essential to becoming an ethical role model and leader (M. E. Brown
et al., 2005).
With older generations retiring or leaving from leadership roles in higher
education, more and more Millennials are becoming leaders in an increasingly complex,
connected, and volatile world (Rodriguez & Rodriguez, 2015). As Leiter (2018)
identified in his series of articles on academic ethics, institutions of higher education need
to confront and develop policies for ethically charged issues such as affirmative action,
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diversity, sexual harassment, freedom of speech for faculty and students, among others.
The need for ethical leadership in higher educations has been emphasized by evidence of
significant lapses of ethical judgement and decision making, such as the Varsity Blues
admission scandal, which revealed a “side door” admission policy at top universities for
wealthy families. Additionally, S. Brown (2016) revealed that Millennial leaders in
higher education are eager to use new and innovative tactics. As a result, there is an
opportunity to study how exemplary Millennial leaders in higher education use power
and influence to create and sustain an ethical organizational climate.
Background
At the root of the ethical scandals involving companies such as Enron, AIG, Bear
Stearns, among others, is a lack of responsible and ethical leadership (M. E. Brown &
Treviño, 2006; Groves & LaRocca, 2011). Additionally, the cost of employee
misconduct within an organization affects both profits and organizational climate
(Schwartz, 2015). Studies have proven that ethical leadership has a positive effect on
employee behavior and is foundational to creating an ethical climate (M. E. Brown et al.,
2005). To understand the way that a leader’s ethics can influence followers and create an
ethical organizational climate, an examination of the nature of power and influence in
leader-follower dynamics is required (Clements & Washbush, 1999).
Theoretical Foundation
French and Raven (1959), in their seminal work Bases of Social Power, created a
theoretical framework to describe how leaders use different bases of power to influence
others’ behavior. M. E. Brown, Treviño, and Harrison (2005) study on ethical leadership,
citing Bandura’s (1977) social learning theory, explains that ethical leaders, through
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modeling, can promote ethical behavior and an ethical culture. Additionally, M. E.
Brown et al. created an Ethical Leadership Scale (see Appendix A) to measure
perceptions of a supervisor’s characteristics and behaviors that are associated with ethical
leadership. Victor and Cullen’s (1988) Ethical Climate Theory illustrates that an ethical
climate is comprised of two dimensions, the motivation for decision making and the
behavioral outcome on various levels of the organization.
Power and Influence
From Plato to Aristotle to Hobbes and Machiavelli, some of the most influential
thinkers have been captivated by power and its effect (Dahl, 1957). While the idea of
power has preoccupied many throughout history, in his seminal work “The Concept of
Power,” Dahl (1957) proposed a systematic definition regarding the relationship of
power: “A has power over B to the extent that he can get B to do something that B would
not otherwise do” (pp. 202-203).
Bases of social power. Building on Dahl’s (1957) systematic approach, French
and Raven (1959), in “The Bases of Social Power,” developed a theoretical framework to
describe the types of power with respect to influence or the changes “they produce and
the other effects which accompany the use of power” (p. 259). French and Raven used
the variables O, to refer to the person exerting power and/or influence and P, to refer to
the person having power or influence exerted on them, when describing the five bases of
power:
•

Reward power: P perceives O as having the ability to reward and to remove or
diminish the unpleasantness of work.
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•

Coercive power: P perceives O as having ability to enact punishment if
conformity does not occur.

•

Legitimate power: P perceives O as having a legitimate right to influence or
prescribe behavior.

•

Referent power: P identifies with O, which leads to a desire to be closely
associated and emulate behavior to maintain relationship.

•

Expert power: P perceives O to have special knowledge or expertise that P
trusts (French & Raven, 1959).

While French and Raven’s model defined power in terms of influence, Raven (2008) later
drew a distinction between social power and social influence. Raven defined social
power as a leader’s ability to bring about change. In contrast, Raven defined social
influence as a leader’s ability to change a person’s belief, attitude, or behavior through
the leader’s actions. Researchers, including Raven, have developed instruments to
measure a leader’s or supervisor’s use of the bases of social power, including Rahim’s
(1988) Leader Power Inventory.
The effect of the bases of social power in organizations. Within the context of
organizations, researchers have categorized the bases of social power to more effectively
explain the relationship of power within the workplace. Atwater and Yammarino (1996)
divided the bases of power into two categories: position power and personal power.
Position power, which is the result of an endorsement from the organization or a result of
a leader’s position, includes legitimate, reward, and coercive bases of power. Personal
power, which “stem[s] from the individual’s personal attributes” (p. 5) includes referent
and expert bases of power (Atwater & Yammarino, 1996). Similarly, A. Pierro, Raven,
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Amato, and Bélanger (2013) differentiate the bases of power by the terms “harsh power
bases” (p. 1124) (e.g., legitimate, reward and coercive power) and “soft power bases” (p.
1124) (e.g., expert and referent power). A. Pierro et al. believe that with “harsh” (p.
1124) power, an individual has little freedom to resist a demand, whereas with “soft” (p.
1124) power, individuals have more “freedom and autonomy” (p. 1124) to decide how to
respond to the demands of a leader (A. Pierro, Raven, Amato, & Bélanger, 2013). In
examining the employee responses to the bases of power in organizations, Saha (2006)
illustrated that while using coercion results in resistance and reward and legitimate power
results in compliance, the use of expert and referent power result in commitment (see
Figure 1).

Figure 1. Employee reactions to bases of social power. Adapted from “Management and
Organizational Behavior,” by J. M. Saha, 2006, p. 508. Copyright by Jayantee
(Mukherjee) Saha, 2006.
Kudisch, Poteet, Dobbins, Rush, and Russell (1995) noted the correlation between
a leader’s use of expert and referent power and “subordinate attitude measures such as
commitment, satisfaction, and motivation” (p. 181). Kudisch et al. further explained that
a charismatic leader, or a leader who demonstrates a combination of confidence,
magnetic, and inspiration, often demonstrates expertise in addition to referent power.
6

According to Kudisch et al., a leader who combines expert and referent power, or the
personal power bases, often establishes a stronger base of power.
Ethical Leadership
M. E. Brown et al. (2005) defined ethical leadership as “the demonstration of
normatively appropriate conduct through personal actions and interpersonal relationships,
and the promotion of such conduct to followers through two-way communication,
reinforcement, and decision-making” (p. 120). This definition of leadership was rooted
in A. Bandura’s (2001) social learning theory, which explains that the process of learning
occurs within a “broad network of socio-structural influences” (p. 21). According to A.
Bandura, observational learning plays an important role in gaining knowledge, learning
skills, and understanding the “rules for generative and innovative behavior” (p. 21) within
a social context. Through observational learning as well as modeling, a person learns to
adapt their behavior or judgment (adopting new approaches as needed) to fit within the
“prototype” of their context (A. Bandura, 2001). From a social learning perspective, an
ethical leader influences the conduct of followers through modeling (M. E. Brown et al.,
2005).
Additionally, M. E. Brown and Treviño (2006) explained that individuals within
an organization will “[pay] attention” (p. 597) to “attractive and credible models” (p.
597) and seek to “[emulate] the attitudes, values, and behaviors” (p. 597) of those
models. M. E. Brown et al. (2005) found that leaders are most successful in influencing
ethical behavior when they act as role models of ethical behavior in an organization.
Since leaders who have referent power have the capacity to influence their followers, due
to the tendency of followers to identify and seek to emulate a leader with referent power,
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it is critical that leaders “model” ethical behavior. According to M. E. Brown et al. in
order for a leader to be considered ethical and have influence, a leader must be perceived
as an “attractive, credible, and legitimate role model” (p. 120) who creates a “salient” (p.
120) message about ethics. M. E. Brown and Treviño’s (2006) study of senior executives
and compliance officers revealed that beyond being “fair” (p. 597) and “principled,” (p.
597) ethical leaders also demonstrate their care for people and society as well as “behave
ethically in their personal and professional lives” (p. 597). Additionally, M. E. Brown
and Treviño’s study also revealed the “moral manager dimension” (p. 597) of ethical
leadership where the leader is actively seeking to influence the ethical behavior of their
followers through explicit messaging, accountability, and role modeling. L. Morris
(2019) notes that creating a culture of trust through honesty and authenticity is the
essence of ethical leadership. Ethical leaders perpetuate an ethical culture through
consistent ethical behavior, which includes encouraging others to follow suit (Ardichvili,
Mitchell, & Jondle, 2009).
The impact of ethical leadership. Research has shown that an effective ethical
leader as well as an ineffective leader who does not demonstrate ethical behavior can
have a significant impact on an organization. M. E. Brown et al. (2005) discovered that
there is a positive association between ethical leadership or an ethical role model and
“satisfaction with the leader, perceived leader effectiveness, job satisfaction (willing to
give extra effort to one’s job), and followers’ willingness to report problems to
management” (p. 130). In their study of supervisors and their subordinates, Mayer,
Kuenzi, and Greenbaum (2011) discovered that ethical leadership can actually reduce
employee misconduct. Additionally, in Hood’s (2003) study of CEOs and their values,
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leadership style, and ethical practices, it was revealed that the ethics of a CEO is
important to consider when seeking to understand the ethical orientation of an
organization.
The importance of ethical leadership is also supported by the findings in Groves
and LaRocca’s (2011) study of organizational leaders and their direct reports. In their
findings, Groves and LaRocca demonstrated a significant correlation between leader
stakeholder values, which was found to be a predictor of transformational leadership and
follower values congruence. The results of Groves and LaRocca’s study, illustrated in
Figure 2, demonstrate the correlation between a leader’s values and follower behavior
with the double arrow between leader stakeholder values, and follower values
congruence.

Figure 2. Standardized structural coefficients for the hypothesized model of valuescentered transformational leadership. Adapted from “Responsible Leadership Outcomes
Via Stakeholder CSR Values: Testing a Values-Centered Model of Transformational
Leadership,” by K. S. Groves and M. A. LaRocca, 2011, p. 50. Journal of Business
Ethics, 98, 37-55.
9

The various studies conducted on ethical leadership have confirmed the importance of a
leader’s ethical behavior and the positive impact it can have on follower or subordinate
perceptions and behavior (M. E. Brown et al., 2005; M. E. Brown & Teviño, 2006;
Groves & LaRocca, 2011, Mayer et al., 2011). Studies also indicate that ethical
leadership is foundational to creating an ethical climate (M. E. Brown et al., 2005).
Leadership Tactics
At the root of human interactions, especially relationships between leaders and
followers, are the “tactics” or “day-to-day techniques” that leaders use to maintain
influence over their followers (Martin & Sims, 1956). R. Smith (n.d.) defined tactics as
the specific or concrete actions and strategies used by leaders to create a desired outcome.
According to G. Yukl and Falbe (1990), influence tactics are maneuvers that leaders use
to influence follower behavior. Randall (2012) notes that because leaders have access to
power and tools, they can influence follower behavior and shape an ethical climate in
their organization.
Ethical Organizational Climate
When considering the factors that create an ethical organizational climate, it is
important to note that research has shown that an individual’s characteristics do not
necessarily correlate to moral and ethical behavior (Victor & Cullen, 1988). Instead,
studies have concluded that social factors influence moral and ethical behavior (Victor &
Cullen, 1988). In their seminal study, Victor and Cullen (1988) created a twodimensional theoretical typology of ethical climates, which includes one dimension used
for “organizational decision making” and another dimension to represent “the locus of
analysis used as a referent in ethical decisions.” In Figure 3, Victor and Cullen illustrate
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the theoretical ethical climate types related to each ethical criterion, which includes
egoism, benevolence, and principle on the y axis, and the locus of analysis on the x axis.
Victor and Cullen’s model demonstrates the alignment between aspects of organizational
climate and the response or outcome on various levels, including the individual, local,
and cosmopolitan levels.

Figure 3. Theoretical ethical climate types. Adapted from “The Organizational Bases of
Ethical Work Climates,” by B. Victor and J. B. Cullen, 1988, p. 104. Administrative
Science Quarterly, 101-125.
Victor and Cullen state that for organizations to achieve an ethical work climate,
“normative systems” must be institutionalized. To measure the perceptions of ethical
decision-making within organizations, Cullen, Victor, and Bronson (1993) developed the
Ethical Climate Questionnaire. In addition, Mayer et al. (2011), explain that an ethical
leader plays a key role in sustaining an ethical climate through the policies and
procedures put in place. In fact, prioritizing the development of an ethical climate may
11

be a proactive measure against unethical employee behavior as an ethical climate has
been proven to play the role of mediator between “ethical leadership and employee
misconduct” (Mayer et al., 2011, p. 13).
Millennial Leaders
According to Fry (2018), Millennials, or the generation born between 1981 and
1996, make up 35 % of the work force and are predicted to make up 50% by 2020
(Barbuto & Gottredson, 2016). Whereas previous generations have valued company
loyalty, Millennials are more focused on growth and opportunity. Barbuto and
Gottredson (2016) explained that “Millennials will not hesitate to see opportunities to
better themselves professionally and financially” (p. 60) and will seek organizations that
support their goals.
As the shift in leadership occurs with the Baby Boomer generation retiring
(Barbuto & Gottredson, 2016), many experts are noticing the unique leadership skills
Millennials possess (Stokes, 2020). Ninety-one percent of Millennials report that they
desire to become leaders (Morgan, 2015). Additionally, Millennials are diverse, socially
aware, innovative, entrepreneurial, adaptable, collaborative, and are highly skilled with
technology (Stokes, 2020). According to Stokes (2020), Millennials are “interested in
earning a good living and making a difference in the world” (Introduction section, para.
2). However, according to Fries (2018), Millennials are also “questioners and disruptors
by nature” (They Push Back Against section). They are quick to question policies that
are out of date or do not align with the values of an organization, which is different than
leaders of previous generations (Fries, 2018). Millennial leaders seek to empower others
and seek change that benefits both the organization and the employees (Fries, 2018). As
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a result, Millennial leaders may find ways to lead using a variety of different tactics than
older generations of leaders (e.g., Baby Boomers) have implemented in the past.
Millennials’ leadership style. While the Millennial generation has been
described as narcissistic, their drive to be leaders contradicts this description (Morgan,
2015). For Millennials, their drive stems from a desire to become transformational
leaders who empower and inspire others (Morgan, 2015). According to Morgan (2015),
Millennials want to help others succeed and engage in meaningful work. In addition to
their diverse and inclusive approach, Millennials also possess a more collective view of
power (Frauenheim, 2019). They view leadership as a “partnership” where they bring
their authentic self and encourage others to do the same (Frauenheim, 2019). Even in
leadership roles, Millennials seek to stay true to themselves and their values (Frauenheim,
2019). They also value flexibility and a healthy work life balance, and do not subscribe
to a regimented or hierarchical approach to organizations or leadership (Frauenheim,
2019). In fact, according to a survey conducted by American Express, a third of
Millennials surveyed believe that, within the next 10 years, the current iteration of the
CEO role will be obsolete (Business News Daily Editor, 2020). Millennials are not
interested in becoming the “hero CEO” archetype that dominated the 20th century
(Business News Daily Editor, 2020). Instead, Millennials, who value creativity,
autonomy, and reciprocity, seek to become a leader who flattens the power structure and
creates an inclusive and equitable culture where integrity, teamwork, and empathy are the
pervading values in their organization (Business News Daily Editor, 2020).
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Millennial leaders in higher education. According to Wicks (2017), Millennials
who work in higher education “value communication and collaboration, as well as
individual empowerment” (para. 1). They also have a desire to contribute in meaningful
ways to their institution (Wicks, 2017). However, Millennials feel that institutions are
among the “least innovative and satisfying places to work” (Wicks, 2017, para. 1). While
it is evident that Millennials, who are currently ages 23 to 38 years old, are nearing the
age of being primed for management (Fong, 2018), Millennials do not feel that they have
been prepared for the responsibilities of leadership (Cornerstone OnDemand, 2015).
However, the unique leadership skill set that Millennials possess make them well-suited
to be leaders in higher education (Fries, 2018). Their preference for inclusive and valuesbased practices also suggests a style that focuses on people and impact over financial gain
(C. Smith & Turner, 2015; The Millennial Impact Report, 2020). Additionally,
Millennials do not back down from traditional power structures and have the ability to
withstand resistance as well as to push beyond the status quo (Balda & Mora, 2011; S.
Brown, 2016). With their divergent leadership style, Millennial leaders may use their
power and influence to create ethical organizational climates in new or different ways
leaders from older generations such as Baby Boomers in higher education.
Theoretical Framework
To demonstrate insight regarding how ethical leaders use power and influence to
cultivate an ethical organizational climate, a theoretical framework was developed. This
framework synthesizes the theoretical foundation of the tactical use of power and
influence, ethical leadership, and the impact of these concepts on an ethical
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organizational climate. The theoretical basis of the theoretical framework are as follows
and is illustrated in Figure 4.
•

The way a leader uses social power has an impact on follower behavior
(French & Raven, 1959).

•

A leader’s tactical use of personal or “soft” bases of power results in follower
satisfaction and commitment to an organization (Atwater & Yammarino,
1996; Kudisch, Poteet, Dobbins, Rush, & Russell, 1995; A. Pierro et al.,
2013).

•

Through modeling, a leader communicates the expected behavior within an
organization that followers will adapt to emulate (A. Bandura, 2001).

•

In order for an ethical leader to influence behavior within an organization, a
leader must be perceived as a principled and attractive role model who
communicates a clear message about ethics and creates a culture of trust (M.
E. Brown & Treviño, 2006; L. Morris, 2019).

•

An ethical leader who acts as a moral manager, using influence to help
followers to behave ethically, sustains an ethical climate within an
organization (Ardichvili et al., 2009; M. E. Brown & Treviño, 2006).

•

There is a correlation between leader’s values and follower behavior (Groves
& LaRocca, 2011).

•

Exemplary ethical leaders mitigate misconduct and play a key role in
sustaining an ethical climate through the policies and procedures put in place
(Mayer et al., 2011).
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Figure 4. Theoretical framework of ethical leaders’ tactical use of power and influence
to cultivate ethical organizational climates. Adapted from “Ethical Leadership: A Review
and Future Directions,” by M. E. Brown and L. K. Treviño, 2006. The Leadership
Quarterly, 17(6), 595-616. Retrieved from http://libproxy.chapman.edu/login?url=http://
search.ebscohost.com/login.aspx?direct=true&AuthType=ip,uid&db=edselp&AN=S1048
98430600110X&site=eds-live; “The Bases of Social Power,” by J. French and B. Raven,
1959, in D. Cartwright (Ed.), Studies in Social Power, 259-269. Ann Arbor, MI: Institute
for Social Research; “Responsible Leadership Outcomes Via Stakeholder CSR Values,”
by K. S. Groves and M. A. LaRocca, 2011. Journal of Business Ethics, 98, 3755;“Examining the Link Between Ethical Leadership and Employee Misconduct: The
Mediating Role of Ethical Climate,” by D. M. Mayer, M. Kuenzi, and R. L. Greenbaum,
2011. Journal of Business Ethics, 95,7; and “7 Characteristics of Ethical Leadership and
Why They Matter,” by L. Morris, 2019. Growth Faculty. Retrieved from
https://www.thegrowthfaculty.com/blog/ethicalleadershipwilldriveresu ltsin2020.
Summary
Born between 1981 and 1996, Millennials account for a significant portion (35%)
of the current job market (Fry, 2018). Research on Millennials by Curtin, Gallicano, and
Matthews (2011) reveal an alignment between Millennials’ ethical decision-making
behaviors in organizations and their use of influence and power as leaders. With older
generations retiring, Millennials are becoming leaders in an increasingly chaotic world
that is changing the dynamic of leadership and influence (Rodriguez & Rodriguez, 2015).
Nye (2017) also indicates research is needed regarding Millennials and their leadership
skills. In higher education, Millennial leaders are confronting a combination of ethical
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scandals (Seltzer, 2017) and ethically charged issues (Leiter, 2018). A review of the
literature revealed a gap regarding the unique ways that Millennial leaders in higher
education use power and influence to cultivate an ethical organizational climate.
Statement of the Research Problem
Extensive research has been conducted on the bases of power and its impact on
organizations and employees. Through their studies, researchers have categorized the
bases of power as positional or harsh power bases (e.g., legitimate, reward, and coercive
power) or personal or soft power bases (e.g., expert and referent power) (Atwater &
Yammarino, 1996; A. Pierro et al., 2013). Furthermore, research has revealed that a
leader who uses a combination of both expert and referent power will be regarded as
charismatic, which is an important characteristic for an ethical leader in order to influence
follower behavior in an ethical direction (M. E. Brown & Treviño, 2006; Kudisch et al.,
1995). Additionally, studies on ethical leadership have shown that a leader who is
considered a role model and communicates an authentic message regarding ethics can
mitigate employee misconduct (M. E. Brown et al., 2005; Mayer et al., 2011). Research
on the dynamics of an ethical organizational climate have also emphasized the
importance of an ethical leader as well as norms to sustain an ethical climate (Mayer et
al., 2011; Victor & Cullen, 1988).
Some research is emerging on Millennials and their approach to ethics. According
to the Pew Research Center, “More than one-in-three American labor force participants
(35%) are Millennials” (as cited in Fry, 2018, p. 11). In their research, Curtin et al.
(2011) found an intersection between ethics, organizations, and connections to identity
associated with personal power in Millennials’ approaches or tactics they use in ethical
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decision making. In addition, Curtin et al. explained that “Millennials value integrity and
social responsibility, and they are quite loyal to employers who not only espouse similar
values but who also live them” (p. 17). Some studies have found that as Millennials step
into management positions, they are transforming organizational culture because they are
not content with the status quo (C. Smith & Turner, 2016).
While Millennials account for a significant percentage of the workforce, little is
known about Millennials’ approach to leadership or the tactics they use when power is
bestowed upon them in positions of leadership to influence the development of an ethical
organizational climate and to sustain it. According to Nye (2017), further research is
needed regarding the phenomenon of Millennials and their leadership skills. As older
generations retire and leave the workforce, more and more Millennials are becoming
leaders of an increasingly complex, connected, and volatile world (Rodriguez &
Rodriguez, 2015). As the labor force ages, like previous generations, the Millennial
generation will lead organizations and their leadership will affect organizational climate.
Research indicates that Millennials may require a new approach to ethical
leadership as they may not find traditional approaches to leadership motivating
(Anderson et al., 2017). While literature exists on characteristics of Millennials, there are
few studies on how Millennials lead, and none can be found on how Millennial leaders
use bases of power to cultivate an ethical organizational climate in higher education
settings. Thus, a review of the literature revealed a gap regarding the unique ways
Millennial leaders use power to gain followers that emulate ethical behavior in
organizations. An examination of the specific tactics, or “maneuvers,” that exemplary
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Millennial leaders use to successfully promote ethical behavior would provide insights
regarding best practices for leadership.
Purpose Statement
The purpose of this qualitative case study was to identify and describe how
exemplary Millennial leaders in admissions/enrollment management in private non-profit
higher educational institutions use power and influence to develop and sustain an ethical
organizational climate. A secondary purpose of this study was to describe what essential
tactics Millennial leaders in admissions/enrollment management in private non-profit
higher educational institutions perceive are effective in developing and sustaining an
ethical organizational climate.
Research Questions
The study was guided by the following research questions:
1. How do exemplary Millennial leaders in admissions/enrollment management
in private non-profit higher educational institutions use power and influence to
develop and sustain an ethical organizational climate?
2. What are the essential tactics that exemplary Millennial leaders in
admissions/enrollment management, who have power and influence in private
non-profit higher educational institutions, perceive as effective in creating and
sustaining an ethical organizational climate?
Significance of the Problem
The reality of an increasingly chaotic world necessitates a reexamination of how
exemplary leaders use power and influence to establish an ethical culture within
organizations, especially as a new generation steps into leadership roles (Rodriguez &
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Rodriguez, 2015). As Millennials, those born between 1981 and 1996, now account for
35% of the job market (Fry, 2018), research suggests a new approach to ethical
leadership is needed to promote ethical behavior in an individualistic generation who are
not motivated by the traditional approaches to leadership and management (Anderson et
al., 2017). While the individualistic nature of Millennials may be a benefit in regards to
equitable leadership, it can also result in entitled attitudes and behavior (Twenge, 2020).
By examining the tactics that Millennial leaders in higher education use to generate and
support an ethical organizational climate, this study has implications for leadership
training and development as well as professional development in higher education. No
current research exists regarding how Millennial leaders in higher education use their
power and influence to create and sustain an ethical organizational climate.
Since researchers have expressed the need for more studies regarding Millennial
leaders and their leadership style, this study will increase the understanding of the unique
leadership skills that Millennial leaders bring to higher education (Nye, 2017).
Additionally, university leaders and administrators may gain insight to leverage
exemplary Millennial leaders (within their institutions) as models to foster an ethical
organizational climate, which studies have shown promote ethical decision making
(Hood, 2003). Without a more thorough understanding of Millennial leaders and their
approaches and their tactical use of power and influence to facilitate an ethical
organizational climate, higher education may face issues with credibility and retention
with a new generation of leaders who report employer values and an organization’s sense
of responsibility as a high priority (Curtin, Gallicano, & Matthews, 2011).
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Definitions
Demographic cliff. The demographic cliff is a term used to describe the impact of
the declining birthrate, which began with the Great Recession in 2008. It is predicted that
the demographic cliff will result in declining enrollment at higher education institutions
in the next five to six years (Kline, 2019).
Ethical leadership. Ethical leadership refers to the ability to exhibit “normatively
appropriate conduct” (M. E. Brown et al., 2005, p. 597) through actions and relationships,
as well as the encouragement of behavior in followers through “two-way communication,
reinforcement, and decision-making” (M. E. Brown et al., 2005, p. 597).
Ethical organizational climate. An ethical organizational climate is one where
authority and accountability is equally distributed and shared. Additionally, there is a
code of conduct that is ethical, effectively communicated and enforced, and incentivized
(Ardichvili et al., 2009).
Higher education. Higher education refers to private and public institutions of
post-secondary education, including community colleges and four-year universities.
Influence. Influence is the ability to produce an effect without apparent effort and
without exercising authority (Merriam-Webster, n.d.).
Leaders in admissions/enrollment management. Leaders in admissions/enrollment
management of admissions are postsecondary education administrators whose role may
include enrollment management, the recruiting students, interviewing and evaluating
candidates, overseeing the admission process, serving as the point of contact for new
students, and/or student retention and success (Job Hero, 2020; U.S. Bureau of Statistics,
2020).
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Millennials. The Millennial generation consists of those born between 1981
and 1996 (Fry, 2018).
Power. Power is the ability to provoke action of another that would not
have occurred otherwise (Dahl, 1957).
Social power. Social power is the ability to use power to influence follower
behavior to a desired outcome (French & Raven, 1959).
Student facing. Refers to interactions between leaders in admissions/enrollment
management and students.
Tactics. Tactics refer to the specific or concrete actions and strategies that a leader
uses to promote a desired outcome (R. Smith, n.d.).
Delimitations
According to Roberts (2010), delimitations are the confines of a study created by
the researcher. The population for the study is limited by the research to 11 exemplary
Millennial leaders in admissions/enrollment management in private non-profit higher
educational institutions. Additionally, each participant met the following criteria: born
between 1981 and 1996, a minimum of three consecutive years as dean of admissions at a
private non-profit higher education institution in California, Oregon, or Washington, and
recognized by their peers or higher education institution or an outside organization for
their leadership.
Organization of the Study
This study of exemplary Millennial leaders in admissions/enrollment management
in private non-profit higher educational institutions is organized into five chapters.
Chapter I introduces the study, including background on the topic, the problem statement,
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research question, significance of the study, theoretical foundations and theoretical
framework, definitions, and delimitations of the study. Chapter II offers an in-depth
description of the literature on power and influence, ethical leadership, Millennials
leadership characteristics, tactics in implementing an ethical organizational climate, the
ethical challenges in higher education, and the characteristics of Millennial leaders in
admissions/enrollment management in private non-profit higher educational institutions.
In Chapter III, the methodology of the study and research design is explored. It also
describes the sample population, data collection, analysis procedures, and the limitations
of the study. Chapter IV of this study focuses on the analysis of the findings of the case
study. Chapter V concludes the study, offering a summary, findings, conclusions,
implications and recommendations for future research.
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CHAPTER II: REVIEW OF THE LITERATURE
The purpose of a literature review is to engage in a critical exploration of a topic
to discover what is “known” and what is “unknown” (Roberts, 2010, p. 20). This chapter
begins with exploring recent ethical scandals in organizations as well as ethical scandals
in higher education institutions and their impact. Additionally, this chapter includes an
in-depth review of existing studies and literature relating to power and influence within
the context of leader/follower relationships as well as the impact of ethical leadership and
ethical climate on organizations and employees. Furthermore, this chapter examines the
leadership tactics, including the use of Millennial leaders in the context of higher
education in order to answer the research questions.
In order to conduct a thorough review of the literature, a variety of sources were
consulted and utilized. JSTOR, SAGE Journals Online, ScienceDirect, ResearchGate,
Google Scholar, books, peer-reviewed journals, online news publications, and
organizational websites were the source of a significant amount of research. Search
terms included leader’s use of power, influence tactics, bases of social power in
organizations, impact of ethical leadership, characteristics of ethical climate, tactics for
ethical climate, Millennial leadership, and ethical scandals in higher education. Due to
the study being a qualitative case study, additional terms included qualitative research,
case studies, sample population, and interview protocol for qualitative research. In
Appendix B, the synthesis matrix identifies themes found in the references that were used
for the literature review.
The literature review is organized in five sections. The first section examines
ethical scandals and the abuse of power in organizations, including in higher education
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institutions, while highlighting the unique characteristics of Millennial leaders as it
relates to ethical leadership. In the second section, the theoretical foundations are
explored, including the Bases of Social Power (French & Raven, 1959), ethical
leadership derived from social learning theory (A. Bandura 1977; M. E. Brown et al.,
2005), and ethical organizational climate (Victor & Cullen, 1988). Within each
subsection, the impact on organizations along with associated leadership tactics are
examined. Section three focuses on the theoretical framework for the study, which
examines that theories that describe how ethical leadership and ethical policies and
procedures in addition to a leader’s tactical use of power and influence create an ethical
climate, a culture of trust, and congruence between leaders’ values and follower behavior.
Section four, explores the leadership style and tactical use of power and influence by
Millennials, including in higher education institutions. The fifth section, which is the
final section, summarizes the themes and trends of the literature review.
Ethical Scandals and Abuse of Power
In the 21st century, the frequency of ethical scandals and abuse of power within
organizations has made unethical behavior in organizations a pressing social issue (L. K.
Treviño & Youngblood, 1990). Consider the fall of Elizabeth Holmes, founder of
Theranos, who is facing federal fraud charges after it was revealed she knowingly
deceived investors regarding the inaccuracies in the proprietary technology created for
blood testing (Hartmans & Leskin, 2020). The demise of Travis Kalanick, founder and
former chief executive of Uber, revealed an organizational culture at Uber that tolerated
discrimination and sexual harassment (Conger, 2019). Unethical leadership behavior, as
evidenced in the Enron demise, breeds an unethical culture where employees actively
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engage in unethical practices (Sims, 2003). These examples, among many others,
underscore the detrimental impact of unethical behavior in organizations (M. Brown &
Mitchell, 2010; Mayer et al., 2011; Sims, 2003).
Impact of Unethical Leadership on Organizations
While unethical leaders may face personal consequences such as jail time,
financial judgments, and public embarrassment, the impact of unethical leadership on an
organization has far reaching effects (Schwartz, 2015; Sims, 2003). In organizations,
leaders are a source of guidance and model for employees the behavior that is acceptable
within an organization (M. E. Brown et al., 2005; Mayer et al., 2011). Since leaders set
the tone for an organization, research has shown that there is a connection between
unethical leadership and the presence of misconduct in the workplace (Mayer et al.,
2011). Even if an unethical leader does not directly engage in unethical behavior, a
leader who models hostile and cunning behavior and does not punish wrongdoings of
employees promotes unethical behavior in the organization (M. Brown & Mitchell,
2010). In a survey of American companies, 56% of employees reported that they had
observed at least one act of misconduct (Mayer et al., 2011).
Scholars estimate that unethical leadership costs U.S. organizations billions of
dollars as a result of “increased absenteeism, health care costs, lost productivity, and
expended costs associated with defending actionable claims” (M. Brown & Mitchell,
2010, p. 589). Since 1980, “the cost to owners and the economy” (Olson, 2013, p. 1) of
the largest corporate bankruptcies due to unethical behavior was $1.228 trillion.
Additionally, turnover is another byproduct of unethical leadership as employees are
reluctant to stay at an organization where morale is low and there is a lack of respect
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(Pigrum, 2019). In some cases (e.g., Kenneth Lay from Enron), unethical leadership can
lead to the death of an organization (M. Brown & Mitchell, 2010).
While over half of U.S. employees report witnessing unethical behavior in the
workplace, a national study of 14,500 employees in different industries by the Yale
Center for Emotional Intelligence, in collaboration with the Faas Foundation, found that
four out of five employees said they felt restricted from “voicing their view or speaking
the truth” (as cited in Zorana, Menges, & Miller, 2020). Additionally, 40% of employees
surveyed stated they were “often or almost always afraid” (Zorana et al., 2020, para. 7) of
expressing disapproval of their organization. Researchers have found that if unethical
practices are part of an organizational climate, it is possible that employees will behave
unethically because they perceive it as a necessity (L. K. Treviño, Haidt, & Filabi, 2017).
Impact of ethical scandals in higher education. In 2018, a Gallup poll revealed
a 9% drop (since 2015) in public confidence in higher education amongst U.S. adults
(Jones, 2018). The results of the Gallup poll correspond with increasing reports of
scandals at institutions across the United States, which have brought into question the
ethical standards for leaders in higher education (Seltzer, 2017). The Varsity Blues
admissions scandal revealed a ring of bribery where wealthy parents, including famous
actors, paid a third party to guarantee admission for their children to top tier universities
(e.g., Georgetown University, Duke University, the University of Southern California,
etc.) (Whistle, 2020). A recent audit, which examined admissions practices from 201314 through 2018-19, found that at UC Los Angeles, UC Berkeley, and UC San Diego
“the majority of admitted students were white, and at least half had annual family income
of $150,000 or more” (Watanabe, 2020, para. 2). At UC Berkeley, auditors found that 42
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applicants were admitted as a result of their affiliation with donors and university staff
although there were more qualified applicants who were not admitted (Watanabe, 2020).
In addition to admissions scandals, there are ethical concerns regarding increasing
tuition costs and student loan debt in higher education and its potential impact on the
admissions process (Willen, 2020). Between 1989 and 2016, the cost to attend a
university increased “nearly eight times faster than wages” (Maldonado, 2018, Title
section). While colleges point to the need to expand as a result of the high demand for
degrees as the reason for tuition increases, it is noteworthy that student loans now out
pace both credit cards and auto loans as the largest category of U.S. non-housing debt
(Hoffower, 2019; Maldonado, 2018). According to Harris (2019), for the class of 2019, a
“typical senior” (para. 6) graduated with an average of “$29,000 in debt” (para. 6) with
“14% of their parents” (para. 6) left with “an average of $37, 200” in debt (Student Loan
Hero, 2020, para. 2). While the cost of tuition and impending loan debt after graduating
makes going to college has become “an expensive undertaking, with high-stakes
consequences if it doesn’t work out” (as cited by Harris, 2019, para. 9) on the student
side, the financial cost of a degree also impacts admissions side of higher education
institutions (Harris, 2019; Tough, 2019). The pressure to hit tuition revenue goals with
each incoming class of students affects decisions regarding admissions and can
sometimes be in direct conflict with ethical goals related to diversity and selecting
applicants from a variety of backgrounds (Tough, 2019).
Impact of the Abuse of Power in Organizations
Within organizations, those individuals who have power consistently use it to
persuade or influence others to act (Vredenburgh & Brender, 1998). While some leaders
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use power to have a positive effect on others, other leaders abuse their power (Newman
& Grigg, 2008). Due to the fact that managers are in a position to affect a subordinate’s
feelings as well as create impediments to job performance or access to rewards, there is
the opportunity for what Vredenburgh and Brender (1998) refer to as the hierarchical
abuse of power. Vredenburgh and Brender identify the dimensions of hierarchical abuse
of power, which includes disrespect for individual dignity and obstacles to job
performance or rewards, as well as examples for each dimension (see Table 1).
Table 1
Dimensions and Examples of the Hierarchically Abusive Exercise of Power
Dimensions
Disrespect for Individual Dignity

•
•
•
•
•
•
•
•

Obstacles to Job Performance or Rewards

Managerial Examples
Impose demands for illegal cooperation
Physically harass
Verbally harass or embarrass publicly
Insist on attitudinal conformity
Gossip harmfully
Exact personal service
Manipulate dependency
Lie, exaggerate, or make insincere
promises

• Make arbitrary personnel section
decisions
• Assume credit for subordinates’ work
deceptively
• Deprive subordinates of resources
necessary for task performance
• Discriminate regarding performance
appraisal
• Allocate rewards arbitrarily
• Attribute own poor performance to
subordinates
• Require attendance at company social
events

Note. Adapted from “The Hierarchical Abuse of Power in Work Organizations,” by D.
Vredenburgh and Y. Brender, 1998, p. 1339. Journal of Business Ethics, 1337-1347.
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Additionally, in studying instances of financial statement fraud schedules, Albrecht,
Holland, Malagueño, Dolan, and Tzafrir (2015) found that a person with power (e.g.,
CEO) is in a privileged position to recruit co-conspirators for unethical activity because a
person in a position of power can apply pressure on subordinates to act.
According to Ebeid, Kaul, Neumann, and Shane (2011) abuse of power within
organizations results in an “unhealthy” (p. 75) or “hostile” (p. 75) work environment.
When leaders or managers are abusive, which may include such tactics as “fear,
intimidation, and coercion,” (Ebeid et al., 2011, p. 76) the climate of an organization is
negatively impacted and the organization becomes unstable and chaotic (Ebeid et al.,
2011; Hodson et al., 2006). Additionally, the “negative use of power” (Singh, 2009, p.
172) can curb creativity, stall growth, and limit ethical decision making (Singh, 2009).
Since power dynamics in the workplace have “important consequences for
material livelihood and personal dignity” (Hodson et al., 2006, p. 386), research has
found that the abuse of power in organizations has a “dehumanizing” (Ebeid et al., 2011,
p. 76) effect on employees. Ebeid et al. (2011) state that an abusive environment can
even result in “workplace trauma,” (p. 81) which can lead to diminished job performance
and increased “absenteeism and turnover” (p. 81). As a result of the impact on
employees, the abuse of power can be very costly for an organization (Ebeid et al., 2011).
Impact of abuse of power in higher education. While some believe that
institutions for higher education foster “lifelong learning and critical thinking,” examples
of systemic corruption and individuals’ abuse of power within these institutions have
impacted public perception (Gross, 2017). The Penn State community is still recovering
from the disturbing Jerry Sandusky abuse scandal, where he was convicted of sexually
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abusing boys over a 15-year period (Chappell, 2012). The results of the investigation
also led to the firing of long-time Penn State head football coach Joe Paterno, as well as
the university president, Graham, who were accused of failing to report suspected child
abuse (Chappell, 2012). In another instance, the medical school dean for the University
of Southern California was fired after evidence surfaced of his hard drug use, fraternizing
with younger people with questionable backgrounds, “one of whom overdosed in his
presence” (Seltzer, 2017, para. 2). Instances such as these have led to concerns as to the
extent to which ethical decision making and accountability are present in the
organizational culture of higher education (The Chronicle of Higher Education, 2019).
Millennials: A Call for Change
Millennials, born between 1981 and 1996, currently comprise 35% of the
workforce (Fry, 2018). However, it is estimated that Millennials will be 50% of the
workforce by 2020 (Barbuto & Gottredson, 2016). As a generation, Millennials are
diverse, socially aware, and desire to make a difference in the world (Stokes, 2020).
They are not afraid to question and disrupt the status quo (Fries, 2018) and a significant
majority (91%) desire to become leaders (Morgan, 2015). Rather than taking a
hierarchical approach to leadership, Millennials tend to take a collaborative approach,
viewing others, even subordinates, as partners in meaningful work (Frauenheim, 2019).
Additionally, Millennials seek to become leaders who create an inclusive culture where
integrity permeates the culture (Business News Daily Editor, 2020).
Millennials who work in higher education value empowerment and desire to
engage in purposeful work that will benefit their institution (Wicks, 2017). Additionally,
Millennials, who range in age from 23 to 38 years old, are at a time of life typically
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associated with a transition to a management position (Fong, 2018). Furthermore, over
the last two decades, many scholars have campaigned for a “reset” in higher education
due to shifts in technology and a changing student population (Atkinson, 2017). As many
higher education institutions grapple with ethical scandals, abuse of power, and
decreasing public confidence, Millennial leaders possess a unique leadership style that
may lead to innovative solutions that promote an ethical organizational climate. As C.
Smith and Turner (2016) identified in their study, Millennial managers are already
affecting organizational culture because they are not content with the status quo.
Theoretical Foundations
The theoretical foundations presented include an exploration of the theories
regarding power and influence related to leader/follower interaction through French and
Raven’s (1959) seminal work, The Bases of Social Power. Additionaly, G. Yukl and
Falbe (1990) identified eight different influence tactics that can be used to influence
others in an upward, downward, or lateral direction depending on the influencer’s
position or role as well as the position or role of the object of influence. An examination
of M. E. Brown, et al.’s (2005) study of ethical leadership provides the foundation for the
connection between leader behavior and ethical culture using the Ethical Leadership
Scale. The connections cited in M. E. Brown et al.’s study are grounded in Bandura’s
(1977) social learning theory, which includes observation and modeling as significant
factors in influencing behavior. The Ethical Climate Theory, developed by Victor and
Cullen (1988), explains the dimensions of an ethical organizational climate, which
includes the motive for decision making and the behavioral outcome.
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Influence and the Bases of Social Power
Considering the garden of Eden, where a deceptive snake persuaded Eve who
then persuaded Adam to eat the “forbidden fruit,” the role of power and influence in
human behavior is “as old as creation itself” (Singh, 2009). According to Dahl (1957),
power is defined as the extent to which an individual (A) has the ability to cause another
individual (B) to act or behave in a manner the other individual would not have
otherwise. Similar to Dahl’s systematic and relational definition of power, French and
Raven (1959) created The Bases of Social Power, which is a theoretical framework that
explains the different ways a leader can influence follower behavior.
In the initial model, French and Raven (1959) described five bases of social
power: Reward Power, Coercive Power, Legitimate Power, Expert Power, and Referent
Power. While the use of reward power influences follower behavior because of the
perception that a leader has the power to reward or remove a reward, the use of coercive
power motivates action because the follower perceives that the leader will enact a
punishment if the follower does not comply (French & Raven, 1959). The use of
legitimate power requires a follower to perceive that a leader has the authority or right to
prescribe behavior (French & Raven, 1959). While a follower’s motive is more
externally driven with reward, coercive, and legitimate power, with referent power and
expert power, the follower is inspired to act for reasons that may be more internally
driven. With referent power, a follower identifies with a leader and acts in a manner that
will maintain a close association and relationship (French & Raven, 1959). The use of
expert power influences follower behavior because the follower trusts the expertise that
the leader exhibits (French & Raven, 1959).

33

Development of bases of social power. While the original model of The Bases of
Social Power still stands as a seminal work on power, Raven continued to revisit the
framework to adapt the model over time. In 1965, Raven added Informational Power as
the sixth base of social power. Raven, disagreeing with French, distinguished
informational power (having access to privileged or confidential information) from expert
power as its own base of power. Raven (1992) also expanded on the bases of social
power by developing the Power/Interaction Model of Interpersonal Influence, which took
in to account the broader context including motivation for using a base of power as well
as the impact or effect of the strategy on the target/follower (Raven, 2008). As seen in
Figure 5, the Power/Interaction Model of Interpersonal Influence, the perspective of the
“influencing agent” or leader involves a process of being motivated to influence,
assessing the available power bases, assessing bases in relation to preferences of the
target, preparing to influence, and using power bases to influence before an effect is
evident in the target (Raven, 1992).

Figure 5. Power/interaction model of interpersonal influence. Adapted from “The Bases of
Power: Origins and Recent Developments. A Presentation in Honor of John R. P. French on
the Occasion of His Receiving the Kurt Lewin Award,” by B. H. Raven, 1992, pp. 20-21.
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Raven’s later work broadened the taxonomy of social power from six to 14 power bases
(Elias, 2008). However, according to Podsakoff and Schriesheim (1985), despite
Raven’s expansion of the bases of social power, French and Raven’s original model of
five bases is still the “most popular and widely accepted conceptualizations of social
power” (p. 387).
Influence tactics. While social power relates to a power holder’s potential to
influence another (A. Pierro, Kruglanski, & Raven, 2012), social influence refers to a
leader’s ability to cause a “psychological change” (French & Raven, 1959, p. 260) in a
“target of influence” (Raven, 2001, p. 217). Social influence may cause changes in
“behavior, opinions, attitudes, goals, needs, values and all of the person’s psychological
field” (French & Raven, 1959, p. 260). Within an organization, a manager’s
effectiveness is determined by the manager’s ability to influence or motivate subordinates
to accomplish objectives (Elias 2008; A. Pierro et al., 2012; G. Yukl, 1989; G. Yukl &
Falbe, 1990). G. Yukl and Falbe (1990) determined that there were eight independent
influence tactics that managers use to accomplish “influence objectives” (p. 134). The
tactics include:
•

Pressure Tactics

•

Upward Appeals

•

Exchange Tactics

•

Coalition Tactics

•

Ingratiating Tactics

•

Rational Persuasion
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•

Inspiration Appeals

•

Consultation Tactics

In Table 2, the eight influence tactics are explained in relation to the objective of the use
of each tactic.
Table 2
Scale Definition of Influence Tactics
Scale
Pressure Tactics

Definition
The person uses demands, threats, or intimidation o convince
you to comply with a request or to support a proposal. (Similar
to assertiveness)

Upward Appeals

The person seeks to persuade you that the request is approved
by higher management, or appeals to higher management for
assistance in gaining your compliance with the request.
(Similar to upward appeal)

Exchange Tactics

The persona makes an explicit or implicit promise that you will
receive rewards or tangible benefits if you comply with a
request or support a proposal, or reminds you of a prior favor to
be reciprocated. (Similar to exchange)

Coalition Tactics

The person seeks the aid of others to persuade you to do
something or uses the support of others as an argument for you
to agree also. (Similar to coalitions)

Ingratiating Tactics

The person seeks to get you in a good mood or to think
favorably of him or her before asking you to do something.
(Similar to inspiration)

Rational Persuasion

The person uses logical arguments and factual evidence to
persuade you that a proposal or request is viable and likely to
result in the attainment of task objectives. (Similar to
rationality)

Inspirational Appeals

The person makes an emotional request or proposal that
arouses enthusiasm by appealing to your values and ideals, or
by increasing your confidence that you can do it.

Consultation Tactics

The person seeks your participation in making a decision or
planning how to implement a proposed policy, strategy, or
change.

Note. Adapted from “Influence Tactics and Objectives in Upward, Downward and
Lateral Influence Attempts,” by G. Yukl and C. M. Falbe, 1990, p. 133.
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G. Yukl and Falbe (1990) concluded that for some tactics, the direction of influence,
upward, downward, and/or lateral, was a factor. For example, the study found that if a
manager used pressure tactics, it was usually used with subordinates and rarely used with
influencing in an upward direction (G. Yukl & Falbe, 1990). Additionally, the study
revealed that that influence tactics of consultation and inspirational appeals were used
most frequently by managers regardless of the direction of influence. According to
Battilana and Casciaro (2013), the effective use of influence tactics, including developing
strong interpersonal relationships, is important to overcoming resistance to organizational
change.
The use of social power in organizations. Research has shown that a leader’s
behavior, including the leader’s use of social power, can impact the behavior of others,
especially as it relates to ethical decision making (Atwater & Yammarino, 1996; M. E.
Brown, et al., 2005; A. Pierro, Raven, Amato, & Belanger, 2013). Atwater and
Yammarino (1996) categorized the bases of power as either position or personal power.
While positional power, which includes legitimate, reward, and coercive power, stems
from the organization’s endorsement and role of leader, personal power, which includes
referent and expert power, is the result of the personal characteristics of a leader (Atwater
& Yammarino, 1996). Similarly, A. Pierro et al. (2013) categorized informational,
referent, and expert power as the “soft” (p. 1124) bases of power and reward, coercive,
and legitimate power are referred to as the “harsh” (p. 1124) bases of power. While the
use of personal bases of power are oriented towards “social and relational outcomes,”
(Cummings, 2017, p. 18) the use of positional bases of power is intended to produce
“physical and economic outcomes” (Cummings, 2017, p. 18). A. Pierro et al. asserted
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that while the use of positional power limits resistance to organizational changes, the use
of personal power, which includes effective interpersonal communication, provides the
opportunity for a subordinate to choose to comply or resist, which may be beneficial for a
leader to achieve commitment within the organization and to promote ethical behavior
(M. E. Brown et al., 2005). In Table 3, the five bases of power are categorized by type,
positional or personal, and are described in regards to how each base of power can be
used to influence behavior.
Table 3
Bases of Power, Description, and Type
Power
Base
Reward

Type
Positional

Coercive

Positional

Legitimate

Positional

Expert

Personal

Referent

Personal

Description
• O is perceived by P as having the ability to provide rewards or
to affect or remove the unpleasantness of work.
• The source of a leader’s power is derived from the ability to
provide rewards or benefits for compliance.
• P perceives that there will be negative consequences or even
punishments if P does not comply with O’s expectations.
• The source of a leader’s power is based in fear and the
perception that non-compliance will result in punishment.
• P perceives that O’s role or position provides the legitimacy to
influence or prescribe behavior.
• The source of a leader’s power is the result of the belief that the
leader is a position of authority to make demands and expect
compliance.
• P perceives O that has privileged knowledge or unique skills
that P trusts.
• The source of a leader’s power is the result of the leader’s
knowledge and skills.
• P associates with O such that P seeks to mirror the leader’s
behavior to maintain a connection.
• The source of a leader’s power is the results of their charisma
and their ability to earn the respect or admiration of others.

Note. Adapted from “The Bases of Social Power,” by J. French and B. Raven, 1959, In
D. Cartwright (Ed.), Studies in social Power (pp. 259-269); and “Leadership and the Use
of Power: Shaping an Ethical Climate,” by D. M. Randall, 2012, The Journal of Applied
Christian Leadership, 6(1), 28-35.
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Furthermore, the use of personal power bases to gain compliance can play a
“mediating role […] in the relationship between leadership styles and organizational
commitment (A. Pierro et al., 2013, p. 1128). Saha (2006) explained the different
employee responses in response to the use of specific bases of power. While the use of
coercion causes resistance, the use of reward and legitimate power leads to compliance,
and the use of expert and referent power results in commitment. Kudisch et al. (1995)
also identified the connection between the use of expert and referent power and
subordinate commitment. Additionally, studies have shown that the use of expert and
referent power is positively related to job performance and job satisfaction for
subordinates (Podsakoff & Schriescheim, 1985).
While studies have shown that the bases of power have different impacts on
followers, Lunenburg (2012) explained that leaders may use a combination of power
bases. Kudisch et al. (1995) noted that a leader who utilizes both expert and referent
power actually creates a stronger base of power. Charismatic leaders, or leaders who
have a strong presence, maintain high expectations, inspire others, and empower their
followers, tend to display expert and referent power (Kudisch et al., 1995). Studies have
found a connection between ethical leaders who are charismatic and employees acting
ethically (M. E. Brown et al., 2005; Mayer et al., 2011).
Cummings (2017) explained that the use of different bases on power may depend
on organization structure. Whereas a hierarchical organizational structure, with its chain
of command and layers of management, may be more likely to facilitate the use of harsh
bases of power, an adhocracy, with its people-centered approach and flexibility may be
more likely to promote soft bases of power (Cummings, 2017). Regardless of the
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structure, there is a direct relationship between managerial empowerment and use of
bases of social power (Randolph & Kemery, 2011).
Another aspect of the use of social power in organizations is subordinate
perception of a power holder’s behavior (Mossholder, Bennett, Kemery, & Wesolowski,
1998). Lunenburg (2012) noted that employees respond to the use of power based on
whether they perceive the use of power to be “fair” (p. 6). If employees perceive the use
of power to be fair, then employees will react positively (Lunenburg, 2012). Mossholder,
Bennett, Kemery, and Wesolowski (1998) coined the term “procedural justice,” (pp. 534535) which they define as the “perceived fairness of decision making and the quality of
interpersonal treatment received from those making decisions” (pp. 534-535).
Additionally, Haller, Fischer, and Dieter (2018) explain that power, when used in a
manner that is perceived to be socially responsible, results in positive employee
outcomes.
Measuring bases of social power. Since the supervisor-subordinate relationship
is an essential component to the effectiveness of an organization, measuring the bases of
social power can provide helpful insights for organizations and leaders (Farmer &
Aguinis, 2005). Although two different single-item measures were developed, one by
Bachmann, Smith, and Sleisinger and one by Student, Rahim (1988) developed a multiitem measure to improve the validity and reliability of an instrument to measure the five
bases of social power: coercive, reward, legitimate, expert, and referent power. His
instrument, the Rahim Leader Power Inventory (RLPI), through continuous factor
analysis and multiple regressions, has been proven to be a valid and reliable instrument to
measure “subordinates’ perception of their supervisor’s power bases” (Rahim, 1988, p.
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502) in research, including in the field of education (Rahim, 1988). Additionally, Rahim
explained that the rigorous testing and retesting revealed that the RLPI was free from the
“social desirability response bias” (p. 502) that had been present in the single-item
instruments.
Ethical Leadership
Many studies have explored the impact of ethical leadership, with some making
the connection between ethical and effective leadership (Tang, Cai, Liu, Zhu, Yang, &
Li, 2014). Ethical leadership is defined as “normatively appropriate conduct” (M. E.
Brown et al., 2005, p. 120) as it relates to a leader’s behavior and relationships with
others as well as the leader’s ability to promote the same conduct in their subordinates’
behavior (M. E. Brown et al., 2005). M. E. Brown et al.’s (2005) definition of leadership
is derived from A. Bandura’s (2001) social learning theory. In A. Bandura’s social
learning theory, observation and modeling play a key component. An observer learns
knowledge and skills from the behavior that is modeled (A. Bandura, 2001). The
modeling also informs the observer regarding the type of behavior that is acceptable
within the context of the learning (A. Bandura, 2001).
Social learning theory provides a frame for understanding how an ethical leader
can influence the behavior of others within an organization (M. E. Brown & Treviño,
2006). Since employees will seek to emulate role models who exude trustworthiness and
desirable behavior, an ethical leader who embodies these characteristics can promote
ethical behavior and congruence of leader-follower values (M. E. Brown et al., 2005; M.
E. Brown & Treviño, 2006; Tang et al., 2014). M. E. Brown et al. (2005) explained that
the influence of ethical role models is similar to the “idealized influence” (p. 118)
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dimension of transformational leadership, where leaders are role models who are reliable
and have high expectations for conduct. Ethical leaders are effective in influencing the
behavior of followers when they consistently demonstrate ethical behavior and use
ethical tactics (M. E. Brown et al., 2005).
Tactics of ethical leaders. According to M. E. Brown et al. (2005), there are two
components to ethical leadership: “the moral person” (p. 119) and the “moral manager”
(p. 119). The moral person dimension of ethical leadership refers to traits or
characteristics of the leader while the moral manager refers to the manner in which a
leader interacts with or managers others (M. E. Brown et al., 2005; Mayer et al., 2011).
Characteristics such as “honesty and trustworthiness” (M. E. Brown et al., 2005, p. 12)
are associated with the moral person aspect of ethical leadership (M. E. Brown et al.,
2005). The moral manager aspect of ethical leadership is defined by the way a leader
communicates, holds others accountable, and by “emphasizing ethical standards” (Mayer
et al., 2011, p. 8). According to M. E. Brown and Treviño (2006), perception plays a role
in effective ethical leadership. A leader who is perceived to be authentic and
altruistically motivated and who also communicates a clear message about ethical
expectations as well as a genuine care for others will be influential within an organization
(M. E. Brown et al., 2005; M. E. Brown & Treviño, 2006; Mayer et al., 2011).
Fostering trust and nurturing relationships are also tactics of effective ethical
leadership (Lawton & Páez, 2015). Studies have shown a connection between “high
trust” and “organizational effectiveness,” including exhibiting “ethical business
practices” (Lawton & Páez, 2015, p. 643). J. T. Morris (2009) explained that a culture of
trust is at the heart of ethical leadership. Another attribute of ethical leadership is an
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awareness or sensitivity of how a leader’s actions impact others (Lawton & Páez, 2015).
A leader who behaves in a just manner and demonstrates a concern for others benefits an
organization because this style of leadership is associated with positive subordinate
reactions (M. E. Brown et al., 2005; M. E. Brown & Treviño, 2006). Demonstrating
emotional intelligence as well as much care for the processes as outcomes as a leader
promotes ethical behavior (Zorana et al., 2020). Ardichvili et al. (2009) noted that,
through consistency of ethical behavior, ethical leaders encourage others to follow their
lead and act accordingly.
Impact of ethical leadership on organizations. The presence of ethical
leadership is connected to a variety of positive organizational outcomes (M. E. Brown et
al., 2005; M. E. Brown & Treviño, 2006; Groves & LaRocca, 2011; Mayer et al., 2011).
M. E. Brown et al. (2005) states that from “job satisfaction” (p. 130) to “leader
effectiveness” (p. 130) to “willingness to report problems,” (p. 130) the impact of an
ethical role model is comprehensive. Additionally, leaders who build trusting
relationships and treat others with respect and dignity produce positive organizational
outcomes that may include the empowerment of employees who demonstrate
commitment to the organization (Caldwell & Dixon, 2010). When employees are treated
respectfully by a leader they trust, they are more likely to view their relationship with a
leader as a social exchange (Blau, 1964), which may lead to them going “above and
beyond the call of duty” (M. E. Brown et al., 2005, p. 123). Ethical leadership may even
decrease turnover (Elçi, Şener, Aksoy, & Alpkan, 2012).
Ethical leadership also influences the organizational environment. The presence
of ethical leadership can create a more enjoyable work environment and can shape the
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values of the organization and its members (Demirtas & Akdogan, 2015; Elçi et al.,
2012). Studies have proven that employee misconduct can be diminished through ethical
leadership due to the fact there is a positive relationship between leader stakeholder
values and follower congruence (Groves & LaRocca, 2011; Mayer et al., 2011). Ethical
leadership is also an essential component for an ethical organizational climate (M. E.
Brown et al., 2005).
Measuring ethical leadership. M. E. Brown et al. (2005) developed the Ethical
Leadership Scale to measure ethical leadership as its own construct. M. E. Brown et al.
(2005) explain that ethical leadership occurs when a leader promotes ethical behavior
through modeling, establishing respectful and caring relationships with others, and
reinforcing ethical decision making. The theoretical foundation for the Ethical
Leadership Scale is A. Bandura’s social learning theory, which explains that behavior is
learned through modeling and observation (M. E. Brown et al., 2005). While other
instruments exist to measure ethical leadership, the Ethical Leadership Scale was the first
to measure ethical leadership separate from transformational and charismatic leadership
(M. E. Brown et al., 2005). The Ethical Leadership Scale is a psychometrically sound
instrument comprised of 48 items and is designed measure the “full domain” (M. E.
Brown et al., 2002, p. 123) of M. E. Brown et al.’s (2005) definition of ethical leadership
and the “antecedents, correlates, and outcomes” (p. 121) of ethical leadership. Although
the Ethical Leadership Scale is designed to measure ethical leadership at all levels of an
organization, validity for the instrument was established by measuring leadership in the
context of direct supervisors or managers (M. E. Brown et al., 2005).
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Ethical Organizational Climate
When examining the root of unethical behavior within an organization, the ethical
climate is an important aspect of “organizational context” (Kaptein, 2011, p. 844) to
understand the cause for unethical behavior. Victor and Cullen (1988) noted that the
personality or characteristics of an individual are not necessarily indicators for moral
behavior. Studies have shown that “contextual factors such as rewards systems, rules,
and codes” (Treviño, Butterfield, & McCabe, 1998, p. 447) play an important role in
“ethical decision making” (Treviño et al., 1998, p. 447). Trevino and Youngblood (1990)
believe that while there is the “bad apples” (p. 378) theory of unethical behavior, where
certain individuals lack moral reasoning which leads to unethical decision making, there
is also the “bad barrel” (p. 378) argument, where “the organizational environment
poisons otherwise good apples” (p. 378). Trevino and Youngblood further explain that
when factors such as “increased competitive pressure results oriented” (p. 378)
management and a “lack of reinforcement of ethical behavior” (p. 378) exist in an
organization, unethical behavior is much more likely to occur.
Ethical climate theory. Ethical climate theory provides “influential conceptual
foundations” (Martin & Cullen, 2006, p. 175) in the domain of business ethics. Victor
and Cullen (1988) defined climate as the “perceptions” (p, 101) of what will be seen as
the “right” (p. 101) decision from the organization point of view. They also noted a
widespread sentiment that there is a connection between organizational climate and
ethical or unethical behavior of individuals within organizations (Victor & Cullen, 1988).
Research has revealed that an ethical climate is regarded as a “component of the
informal organizational context” (Kaptein, 2011, p. 845). According to Victor and
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Cullen (1988), an ethical work climate is the criteria or playbook for decision making
within an organization and may involve “codes or laws” (p. 101). In Victor and Cullen’s
(1988) opinion, in order for an ethical work climate to exist, there must be “normative
systems” (p. 103) and “normative patterns” (p. 103) for organizational members to
observe. Along with ethical leadership, which models the expectations for behavior
within an organization, systems and policies can enforce ethical behavior and decision
making, which can sustain an ethical climate (Mayer et al., 2011; M. E. Brown et al.,
2005; Victor & Cullen, 1988).
Ethical climate types. In Victor and Cullen’s model (1988), there are nine
different types of ethical climates derived from three “bases of moral judgment” (Cullen,
Parboteeah, & Victor, 2003, p. 129), including principle, benevolence, and egoism, and
three loci of analysis: individual, local, and cosmopolitan. According to Victor and
Cullen (1988), while the loci of analysis is the “source of moral reasoning” (p. 105), the
ethical frameworks, refer to the “criteria for moral reasoning” (p. 104). The twodimensional approach provides insight regarding the reasoning and outcome of ethical
decision making in an organization. For example, in an organization where the decision
making is driven by egoism to benefit individuals, the climate and behavior of those
within the organizations will be characterized by “self-interest” (Treviño et al., 1998, p.
449). Victor and Cullen (1988) note that a climate which does not promote moral
development or reasoning of individuals may lead to “stress and whistleblowing” (p.
105). Additionally, climates driven by egoism had a negative relationship with employee
commitment (Treviño et al., 1998). On the other hand, when the decision making within
an organization is driven by benevolence (i.e., the well-being of individuals) or by
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principles (i.e., internal rules or external laws), ethical reasoning and ethical behavior can
become the normative expectation within an organization, which may directly or
indirectly ethical behavior at the individual level (Treviño et al., 1998).
Measuring ethical organizational climate. Developed by Victor and Cullen
(1988), the Ethical Climate Questionnaire was designed to measure the “organizational
decision-making norms” (p. 110) and “direct links to supporting forms of ethical
reasoning” (p. 110). Using a Likert scale, participants respond to 36-items related to
Victor and Cullen’s ethical climate framework, including each of the nine types of
climate (Fritzche, 2000). As the most established instrument for measuring perceptions
of ethical climate, the Ethical Climate Questionnaire has been used in a variety of
industries, including education, health care, and management (Martin & Cullen, 2006).
Impact of ethical climate on organizations. Treviño et al.’s (1998) study of
ethical contexts in organizations, found that an ethical context impacts the attitudes and
behavior within the organization and is a predictor of employee commitment to the
organization. Cullen et al.’s (2003) study also revealed a positive relationship between
ethical context and organizational commitment. Additionally, in organizations that create
an ethical climate where ethical behavior is promoted, employees are more likely to
behave ethically (Treviño et al., 1998). The presence of organizational policies and
procedures that punish unethical behavior have also been shown to reduce unethical
behavior (Trevino & Youngblood, 1990).
Studies have shown that if employees perceive their work environment to
promote ethical behavior and decision making, the ethical climate will influence
employees to act ethically (Lu & Lin, 2014). An ethical climate also helps employees
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identify ethical problems and provides guidance or a “perceptual lens” (Cullen et al.,
2003, p. 129) for ethical decision making decisions. In addition to influencing ethical
behavior and decision making, studies have also shown that an ethical climate can
strengthen or improve the “performance” (Lu & Lin, 2014, p. 210) of the organization.
Leadership tactics that contribute to an ethical climate. Studies have revealed
that the role of a leader is crucial to establish an ethical climate in an organization (Mulki,
Jaramillo, & Locander, 2009). According to Mayer et al. (2011), a leader’s actions
indicate to the members of the organization the type behavior that is acceptable. As a
result, according to Mayer et al. an ethical leader can reduce unethical behavior by
employees because employees will perceive that ethical behavior is required or
appreciated.
A leader who is an ethical role model and who is respected within an organization
will influence the behavior of others (M. E. Brown et al., 2005) through engaging in
“storytelling,” (Randall, 2012, p. 33) through “informal conversations with employees,”
(Randall, 2012, p. 33) and listening “with interest and concern to others about ethical
dilemmas” (Randall, 2012, p. 33). Additionally, leaders who provide clear ethical
guidelines for employees and effectively hold them accountable for adhering to the
guidelines promote an ethical climate (Mulki et al., 2009). By aligning processes (e.g.,
hiring practices, onboarding procedures, training and mentoring programs, etc.) with the
values of an organization, an ethical leader can help maintain an ethical climate and
attract talent with values that align with the organization (Randall, 2012). Ensuring
policies such as “whistle blower protection” (Randall, 2012, p. 30) when employees
report questionable behavior also supports an ethical climate. Leaders who have high
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visibility and communicate a “strong message about ethics” (Randall, 2012, p. 33) avoid
the perception of being neutral about ethics.
Theoretical Framework
As mentioned in Chapter I, a theoretical framework was created for this study,
which combines the tactical use of power and influence, ethical leadership, and the
relationship between these variables and developing or leading an ethical organizational
climate. The framework illustrates how the ethical use of power and influence by a
leader creates and sustains an ethical organizational climate. While highlighting the
essential role of ethical leadership, the framework also includes the role of policies and
procedure to reinforce ethical decision making within organizations. The theoretical
framework was created using the following theoretical bases:
•

The way a leader uses social power has an impact on follower behavior
(French & Raven, 1959).

•

A leader’s tactical use of personal or “soft” bases of power results in follower
satisfaction and commitment to an organization (Atwater & Yammarino,
1996; Kudisch et al., 1995; A. Pierro et al., 2013).

•

Through modeling, a leader communicates the expected behavior within an
organization that followers will adapt to emulate (A. Bandura, 2001).

•

In order for an ethical leader to influence behavior within an organization, a
leader must be perceived as a principled and attractive role model who
communicates a clear message about ethics and creates a culture of trust (M.
E. Brown & Treviño, 2006; L. Morris, 2019).
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•

An ethical leader who acts as a moral manager, using influence to help
followers to behave ethically, sustains an ethical climate within an
organization (Ardichvili et al., 2009; M. E. Brown & Treviño, 2006).

•

There is a correlation between leader’s values and follower behavior (Groves
& LaRocca, 2011).

•

Exemplary ethical leaders mitigate misconduct and play a key role in
sustaining an ethical climate through the policies and procedures put in place
(Mayer et al., 2011).

Ethical Leadership and Ethical Policies and Procedures
Within an organization, a leader demonstrates the type of behavior that is
acceptable (A. Bandura, 2001; M. E. Brown et al., 2005; Mayer et al., 2011). An ethical
leader is one who is recognized as an ethical and magnetic role model (M. E. Brown &
Treviño, 2006; L. Morris, 2019). Additionally, an effective ethical leader conveys a
strong ethical code for conduct and decision making while also exhibiting effective
interpersonal skills, which creates a trusting work environment (M. E. Brown & Treviño,
2006; L. Morris, 2019). Since subordinates tend to follow the example of role models
within an organization, an ethical leader tends to influence subordinate behavior in an
ethical direction (M. E. Brown & Treviño, 2006).
According to Treviño et al. (1998), organizational factors, including policies, play
a factor in ethical behavior. Similarly, Mayer et al. (2011) stated that through policies
and procedures, an ethical leader promotes an ethical organizational climate. Victor and
Cullen (1988) concurred that there is a connection ethical organizational climate and
ethical decision making at the organizational and individual levels.
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A Leader’s Tactical Use of Social Power and Influence
According to French and Raven (1959), a leader’s use of social power will cause
a reaction in a subordinate. The use of reward, coercive, and legitimate power, also
referred to as the positional or harsh power bases, is associated with compliance and tend
to be motivated by producing an economic benefit for the organization (Atwater &
Yammarino, 1996; Cummings, 2017; French & Raven, 1959; Kudisch et al., 1995; A.
Pierro et al., 2013; Saha 2006). In contrast, the use or referent and expert power, referred
to as the personal or soft bases of power, has been found to contribute to subordinate
commitment to the organization as well positive social and relational results (Atwater &
Yammarino, 1996; Cummings, 2017; French & Raven, 1959; Kudisch et al., 1995; A.
Pierro et al., 2013; Saha, 2006).
M. E. Brown et al. (2005) state that an ethical leader is expected to act as a “moral
person” (p. 115) and a “moral manager” (p. 115). In addition to acting as a model of
ethical conduct, an ethical leader can influence the conduct of subordinates by
communicating authentic care for others, by enforcing ethical behavior through
accountability, and acting in a trustworthy manner (M. E. Brown et al. 2005; M. E.
Brown & Treviño, 2006). In order for an ethical leader to inspire subordinates to act
ethically, consistency is key (Ardichvili et al., 2009).
Impact of Ethical Leadership and Effective Use of Social Power
When a leader is an effective moral manager, the leader creates an ethical
organizational climate (M. E. Brown et al. 2005; M. E. Brown & Treviño, 2006; Mayer et
al., 2011). Groves and LaRocca (2011) explained that ethical leadership decreases
delinquency because there is a connection between the values that a leader models and
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follower behavior. Additionally, ethical leadership, along with policies and procedures,
is essential to sustain an ethical organizational climate (Mayer et al., 2011). Studies of
ethical leadership have shown that the effects of this type of leadership include employee
job satisfaction, commitment to the organization, and a work environment where
unethical incidents are reported (M. E. Brown et al., 2005; Caldwell & Dixon, 2010).
In addition to the positive outcomes associated with ethical leadership, the
effective use of tactics related to bases of social power can also result in increased job
satisfaction, job performance, and commitment to the organization (Kudisch et al., 1995;
Podsakoff & Schriescheim, 1985; Saha, 2006). Studies found that the use of personal
power (e.g., expert and referent power bases) may be indicative of a trusting relationship
between supervisor and subordinate and may lead to employee empowerment (French &
Raven, 1959; Kudisch et al., 1995; Podsakoff & Schriescheim, 1985). When an ethical
leader is perceived to use power in a responsibly and fairly, it create strong relationships
between the leader and subordinates, which can lead to favorable subordinate behavior
(Haller, et al., 2018).
Theoretical Basis for Research Instrument Development
The theoretical framework provided the foundation to develop the qualitative
interview questions and instruments described in Chapter III. Drawing from the
theoretical framework, there were five aspects that shaped the development of the
instrument for this study, including: (a) the use of power and influence, (b) the
characteristics of ethical leadership, (c) leadership tactics, (d) characteristics of ethical
organization climate, and (e) characteristics of Millennial leaders. These key aspects of
the theoretical framework along with three validated research instruments acted as the
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foundation of the Exemplary Millennial Leadership Thematic Interview Protocol. The
validated instruments included Rahim’s (1988) Leader Power Inventor (RLPI), which is a
multi-item instrument designed to measure the perception of subordinates of their
supervisors use of the five bases of social power: (a) coercive, (b) reward, (c) legitimate,
(d) expert, and (e) referent power. The Ethical Leadership Scale, based on A. Bandura’s
social learning theory, formed interview questions to measure perceptions of ethical
leadership (M. E. Brown et al., 2005). Additionally, the Ethical Climate Questionnaire,
which measures the connection between organizational norms and ethical reasoning,
served as the basis for questions regarding perceptions of ethical organizational climate
(Victor & Cullen, 1988; Cullen et al., 1993). While an understanding of the theoretical
bases for the research instrument is helpful to understand the design of this study, an
exploration of the Millennial generation as the next generation of leaders will explain the
significance of this study.
Millennials: A New Generation of Leaders
By 2020, the Millennials generation will be the dominant generation in the
workforce (Barbuto & Gottredson, 2016). Within the age range from 23 to 38 years old,
Millennials are transitioning to a time of life when management positions typically
become available (Fong, 2018). As Millennials step into leadership positions, they are
demonstrating leadership styles that have distinct characteristics (Stokes, 2020).
Millennial Leadership Style
Morgan (2015) noted that 91% of Millennials hope to attain leadership positions.
Although perceived as GenMe or the “selfie” generation who lacks work ethic and is
narcissistic, Millennials tend to possess valuable characteristics that can serve as a
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foundation for exemplary leadership (Anderson et al., 2017, p. 245). From technical
skills to innovative approaches to an awareness and a concern for organizational values,
Millennials may naturally possess the insights to be effective leaders in a variety of
organizations (Anderson et al., 2017). Millennials also value diversity and subscribe to
an inclusive perspective of others (Stokes, 2020; Twenge, 2020). In their approach to
leadership, Millennials take a collaborative approach, valuing the opportunity to engage
with others and engage in purposeful work (Frauenheim, 2019; Stokes, 2020).
Another consideration regarding the leadership style of the Millennial generation
is their unique experiences as a generation. Over the course of their life, Millennials have
witnessed a variety of ethical scandals (e.g., Enron), they have been witnessed mass
shootings (e.g., Columbine High School massacre) and faced tremendous economic
challenges due to increasing school loan debt and the Great Recession (Twenge, 2010;
Deloitte, 2015). These experiences may contribute to Millennials’ willingness to speak
up in their organization and question the system rather than go along with the status quo
(Kurian, 2017).
Millennials and the Bases of Social Power
As the first generation of digital natives, the Millennial generation have witnessed
the way tools such as social media can overthrow traditional sources of power (Bloom,
2019). Research has shown that Millennials are not typically “intimidated by seniority,
age, or status, and, in fact, are either unwilling to follow, or unconcerned with, corporate
policies” (Balda & Mora, 2011, p. 15). Rather than relying on positional bases of power
for influence, Millennials perceive their ability to use expert and referent bases of power
to influence others to a greater degree than older generations (The Center for Leadership
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Studies, 2016). In their professional life, Millennials tend to value people and
relationships and cite both as motivating factors (Andert, 2011).
Additionally, The Millennial Impact Report (2020) noted that the Millennial
generation, rather than being committed to organizations or institutions, are committed to
causes, including diversity, equity, and inclusion for all. Bloom (2019) noted that
younger generations, including Millennials, feel that they have the ability and the agency
to influence others through their networks. Balda and Mora (2011) note that the
traditional top-down organizational cultures may clash with Millennials who prefer
“decentralized, nonhierarchical structure” (p. 16) and “democratic and inclusive access to
information” (p. 16). In a survey designed to measure Millennial outlooks about the
future of leadership in organizations, a third of the Millennials surveyed explained that
the current role of CEO will be obsolete within the next 10 years (Business News Daily
Editor, 2020).
Millennials Leaders in Higher Education
As Millennials assume leadership positions in higher education institutions, they
are excited to contribute by using innovative approaches to problem solving (S. Brown,
2016). Additionally, Millennial leaders desire to make a difference at their institution
and invest their efforts in meaningful work (Wicks, 2017). With their unique skill set,
Millennial leaders are well-posed to participate in the transformation that scholars have
been clamoring for in higher education (Atkinson, 2017).
Millennials, as a generation perceived to value strategy and impact over profit,
may also possess the insight needed to help higher education institutions navigate the
ethical scandals and improve public confidence (C. Smith & Turner, 2016). With a
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propensity to favor decentralized organizational structures and transparent
communication as well as a willingness to challenge the status quo, Millennial leaders
may offer new ideas that will help higher education institutions adapt their approaches to
align with the times and the changing student population (Atkinson, 2017; S. Brown,
2016; C. Smith & Turner, 2016).
Leaders in admissions/enrollment management use of social power. Perez
(2019) notes that leaders in admission/enrollment management can have a great “impact
on institutions and society” (p. 1). Due to challenges facing higher education, the role
and responsibilities of leaders in admissions/enrollment management have expanded and
increased interactions with a variety of stake holders (Perez, 2019). In addition to
fulfilling the requirements of the job and the goals of the institution, leaders in
admissions/enrollment management must also “be a masterful storyteller, astute
politician, strategic fundraiser, and authentic visible presence for students while being on
the cutting edge of best practices” (Perez, 2019, p. 2). While leaders in
admissions/enrollment management manages a team within their department, they also
may work with the president’s cabinet, alumni groups, marketing, financial aid, and
prospective students and their families (Perez, 2019).
The stakes are high for leaders in admissions/enrollment management as they are
responsible for managing millions of dollars and using the resources to achieve or exceed
tuition revenue goals set by their institution (Perez, 2013). As a result, it is essential to
cultivate strong relationships with various stakeholders (Perez, 2013). While a measure
of positional power comes with the title of being a leader in admissions/enrollment
management, the personal bases of power can be advantageous in developing strong
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partnerships with directors of financial aid as well as the provost and president, each of
whom play a key role in a leaders in admissions/enrollment management ability to meet
revenue goals (Perez, 2013). It is also important to create a diverse admissions team that
is passionate about serving students and the institution (Perez, 2013). Additionally, in
working with prospective and current students as well as their families, the use of
personal bases of power can establish a trusting connection to ensure effective
communication, to ensure students receive the support they need to succeed, and to
ensure that policies benefit students (Perez, 2013). According to Perez (2013), “it takes a
village to enroll a class” (para. 14) and leaders in admissions/enrollment management
who can build excitement around the admissions process and communicate a clear
message to the community about their goals are much more likely to be successful.
Leaders in admissions/enrollment management role in ethical leadership and
ethical climate. The college admissions process is one that is well-positioned to
communicate a message of ethics in higher education institutions (Making Caring
Common, 2016). Leaders in admissions/enrollment management are in an important
position to model the ethical decision-making needed to balance the financial goals of the
Board of Trustees and the need to create more equitable policies in the admissions
process (Tough, 2019). As the college admissions process has recently become “riddled
with mistrust” (Barnard, 2019, para. 6) due to the amount of ethical scandals, the role of a
leaders in admissions/enrollment management may become an even more important role
for higher education institutions seeking to regain trust with the public (Barnard, 2019).
In the wake of the scandals, universities have prioritized formalizing policies and
procedures regarding the admissions process to ensure ethical practices (West, 2020).
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Although the scandals have prompted changes, the “admissions landscape” (West, 2020,
para. 21) remains “increasingly competitive and volatile” (West, 2020, para. 21).
Considering the high-pressure nature of admissions coupled with increased scrutiny,
leaders in admissions/enrollment management, as the face of admissions/enrollment
management for higher education institutions, play a prominent role in promoting an
ethical climate by communicating a clear message about ethical decision making as it
relates to the admissions process across the university and to prospective students (West,
2020)
According to Perez (2019), a leaders in admissions/enrollment management play
a central role in higher education institutions and may have the opportunity to provide the
leadership needed to create innovative solutions to the problems facing higher education
institutions, especially those with ethical implications. The recent scandals exposed
issues of “privilege, access, and inequality” (West, 2020, para. 5) in the college
admissions process. Reports also have emerged that “the most selective colleges in
America universities [are] the least socioeconomically diverse” (Tough, 2019, p. 4).
Leaders in admissions/enrollment management have acknowledged that the pressure to
“maintain tuition revenue and protect their school’s elite status” (Tough, 2019, p. 6) has
taken precedence over creating a diverse and inclusive student population (Tough, 2019).
Additionally, factors such as the U.S. News algorithm, which ranks institutions based on
SAT scores, faculty salaries, and student services, makes it difficult to change admissions
practices and reduce spending (Tough, 2019). In light of the scandals and negative
perceptions, Millennial leaders in admissions/enrollment management are in a unique
position to promote an ethical climate at their institution. By communicating and
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implementing ethically-based approaches to the admissions/enrollment management
process, which may be achieved by rewarding “ethical engagement” as well as
“intellectual engagement” in applicants instead of privileging applicants based on tuition
revenue and standardized testing, deans of admissions can communicate a clear message
about ethics to prospective students and families as well as to faculty, staff, and alumni in
higher education institutions and become an ethical role model (Making Caring Common,
2016).
Summary
As a result of the frequent incidents of ethical scandals and abuses of power and
the toll that these issues take on organizations, the topic of ethical leadership and the
tactics leaders use to create and sustain an ethical climate have become pressing research
topics (Treviño & Youngblood, 1990). Effective ethical leadership, which relies heavily
on social learning theory and the importance of a leader modeling and promoting ethical
behavior and decision making, has been shown to align follower behavior with the values
of a leader (M. E. Brown et al., 2005; M. E. Brown & Treviño, 2006; Groves & LaRocca,
2011; Tang et al., 2014). Research on ethical leadership reveals that the effective use of
social power, specifically personal power bases, creates strong bonds between a leader
and follower and can increase organizational commitment as well as job performance
(Atwater & Yammarino, 1996; French & Raven, 1959; Kudisch et al., 1995; A. Pierro et
al., 2013; Podsakoff & Schrieschiem, 1985; Saha, 2006). In addition, an ethical climate
has been found to be helpful in reinforcing ethical behavior (Treviño et al., 1998; Treviño
& Youngblood, 1990; Victor & Cullen, 1988).
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Millennials are a generation who desire to be leaders and who possess skills and
interests that are unique to their generation (Anderson et al., 2017; Morgan, 2015).
Millennials desire to engage in purposeful work and appreciate diversity as well as
organizations who are ethically driven in how they operate and how they treat people
(Frauenheim, 2019; Millennial Impact Report, 2020; Stokes, 2020). Additionally, due to
their unique experiences, Millennials have different perceptions of power than previous
generations and feel empowered to speak up and challenge or question leadership and
policies (Deloitte, 2015; KPMG, 2017; Twenge, 2010). They also put a high value on
relationships in their workplace, and feel that the personal bases of power are effective in
influencing others (Andert, 2011; The Center for Leadership Studies, 2016).
Higher education has faced growing criticism due to increasing student loan debt
as well as the uncovering of ethical scandals in the admissions process in both private and
public universities (Chappell, 2012; Gross, 2017; Jones, 2018; Seltzer, 2017; Waite &
Allen, 2003; Watanabe, 2020; Whistle, 2020). As Millennials move into leadership
positions in higher education institutions, including in the role as leaders in
admissions/enrollment management, they desire to engage in meaningful work that will
more effectively and equitably meet the needs of students (Fong, 2018; Millennial Deans
and Directors of Admission, n.d.; Wicks, 2017). The admissions process, now under
great scrutiny due to the amount of scandals, is one that involves ethical leadership and
ethical decision making (Making Caring Common, 2016; Perez, 2019; Tough, 2019).
While much has been publicized about the unethical leadership and decision making
involved in the admissions process, little research has been conducted on the leadership
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tactics Millennial leaders in admissions/enrollment management use to create and sustain
an ethical climate within higher education institutions.
While Chapter II explored the literature, Chapter III explains the methodology of
the study as well as the research design. Additionally, Chapter III discusses the sample
population, data collection, analysis procedures, and the limitations of the study.
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CHAPTER III: METHODOLOGY
Overview
This qualitative case study explored the ways exemplary Millennial leaders in
admissions/enrollment management in private non-profit higher educational institutions
use power and influence to develop and sustain an ethical organizational climate.
Chapter III explores the research methodology of the study, including the purpose
statement, research questions, population, and sample. The chapter also includes a
discussion of instrumentation, including its validity and reliability, data collection, data
analysis, limitations, and concludes with a summary.
Purpose Statement
The purpose of this qualitative case study was to identify and describe how
exemplary Millennial leaders in admissions/enrollment management in private non-profit
higher educational institutions use power and influence to develop and sustain an ethical
organizational climate. A secondary purpose of this study was to describe essential
tactics Millennial leaders in admissions/enrollment management in private non-profit
higher educational institutions perceive are effective in developing and sustaining an
ethical organizational climate.
Research Questions
The study was guided by the following research questions:
1. How do exemplary Millennial leaders in admissions/enrollment management
in private non-profit higher educational institutions use power and influence to
develop and sustain an ethical organizational climate?
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2. What are the essential tactics that exemplary Millennial leaders in
admissions/enrollment management, who have power and influence in private
non-profit higher educational institutions, perceive as effective in creating and
sustaining an ethical organizational climate?
Research Design
Distinct from other research designs, a qualitative single case study research seeks
to describe a phenomenon (e.g., program, person, or institution) to reveal the way the
phenomenon occurs within a specific context (Farquhar, 2012; Yazan, 2015). By
focusing on one phenomenon, a qualitative single case study design allows for a thorough
understanding of the phenomenon or case (J. McMillan & Schumacher, 2001). For this
research, a qualitative single case study was appropriate because it was bounded by
participants (exemplary Millennial leaders in admissions/enrollment management as
defined by this study) and place (in private non-profit higher educational institutions).
According to Patton (2015), the research design of a study “sets forth how
[researchers] will fulfill [their] purpose and answers the questions [they] have identified”
(p. 244). It is the “plan” (Patton, 2015, p. 244). While there are two primary modes of
inquiry, quantitative and qualitative research, there is a third type of methodology
referred to as a mixed method, which combines the two (J. McMillan & Schumacher,
2001). Since the intent of a research design is to provide “the most valid, accurate
answers possible to [the] research questions,” (J. McMillan & Schumacher, 2001, p. 31)
it is imperative to select the methodology that aligns with the purpose of the study and the
research questions.
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While quantitative methods focuses on data in the form of numbers and often
manipulates an independent variable, J. McMillan and Schumacher (2001) explain that
qualitative methods collect data in the form of words and examine “naturally occurring
phenomena” (p. 23). A researcher will use qualitative methods when seeking to
understand and focus on the lived experiences of individuals, a culture, or a society (J.
McMillan & Schumacher, 2001). As Guzman (2019) explained, qualitative methods
should be used when it is important for voices to be heard from the field and when
numbers will not tell the whole story.
Qualitative research is especially valuable when seeking to examine the human
side of an issue, including relationships, social norms, and motivation (Mack, Woodsong,
MacQueen, Guest, & Namey, 2005). Qualitative research also contributes uniquely to
the field by capturing stories to illuminate an individual’s point of view and experiences
(Patton, 2015). Additionally, qualitative inquiry allows for the opportunity to make
comparisons between cases to discover “patterns and themes across cases” (Patton, 2015,
p. 13).
Since the researcher is the instrument, “qualitative inquiry is personal” (Patton,
2015, p. 3). In qualitative studies, the researcher includes voices and perspectives of the
participant through “rich narrative descriptions” (J. H. McMillan & Schumacher, 2010, p.
322). Qualitative researchers examine multiple perspectives to ensure that their studies
reflect the complexity of human behavior (J. H. McMillan & Schumacher, 2010).
Qualitative inquiry frameworks include ethnography, phenomenology, and grounded
theory (Patton, 2015).
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Case Study
A case study design allows a researcher to examine an occurrence in context
(Farquhar, 2012). In a case study, a researcher conducts an “in-depth analysis of a single
entity” (J. H. McMillan & Schumacher, 2010, p. 344). Case studies are well-suited for
“exploratory- and discovery-oriented research” (J. H. McMillan & Schumacher, 2010, p.
325). A case study is preferred when asking how or why questions, when the researcher
has limited power over the circumstances, and when the focal point is a current or
present-day phenomenon (Farquhar, 2012).
According to J. H. McMillan and Schumacher (2010), cases, within a study, can
be identified as intrinsic or instrumental. An intrinsic case is a “case-focused study” (J.
H. McMillan & Schumacher, 2010, p. 345) which often focuses on unique or unusual
occurrences in an individual, group, or a specific instance (J. H. McMillan &
Schumacher, 2010). An instrumental case is a “theme-based study” (J. H. McMillan &
Schumacher, 2010, p. 345) where a researcher is interested in explaining an issue or
identifying themes (J. H. McMillan & Schumacher, 2010). For this study, an
instrumental case was used to explore how exemplary Millennial deans of admissions use
power and influence to promote an ethical organizational climate as well as the
leadership tactics they perceive as essential.
Yin (2009) explains that single- and multiple-case designs are two types of case
studies. While single-case studies focus on one case, a multiple-case or “collective case”
(J. H. McMillan & Schumacher, 2010, p. 345) studies investigate two or more examples
or cases. Yin identifies the following five rationales for using single-case design: (a) the
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case is critical to test a theory, (b) the case is rare, (c) the case is representative, (d) the
case will lead to unexplored revelations, or (e) the case will be studied over time.
Multiple-case studies, since they include more than two cases, allow for
replication (literal or theoretical) and the opportunity to generalize findings and for
replication (Aldolphus, 2010; Yin, 2009). For both single- and multiple-case studies, Yin
(2009) states that studies can be either holistic (the case is the unit of study) or embedded
(multiple units of study). In Figure 6, Yin illustrates the four types of single- and
multiple-case design: “(Type 1) single-case (holistic) designs, (Type 2) single-case
(embedded) designs, (Type 3) multiple-case (holistic) designs, and (Type 4) multiplecase (embedded designs)” (pp. 46-47).

Figure 6. Basic types of designs for case studies. Adapted from “Case Study Research
Design and Methods” (4th ed.), by R. K. Yin, 2009, p. 46. Washington, DC: Sage.
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For this research regarding exemplary Millennial leaders in admissions/enrollment
management use of power and influence, a qualitative case study based on multiple-case
design with a holistic unit of analysis was the methodological framework.
Qualitative Multiple Case Study
By using a qualitative multiple case study methodology, this research study was
able to explore a phenomenon from multiple perspectives (J. H. McMillan &
Schumacher, 2010; Yin, 2009). This study examined how exemplary Millennial leaders
in admissions/enrollment management use power and influence to develop and sustain an
ethical organizational climate as well as the tactics they perceive as essential. The
qualitative case study approach allowed the researcher to identify the tactics that
exemplary Millennial leaders in admissions/enrollment management use to promote an
ethical organizational climate in private non-profit higher educational institutions.
Theoretical Framework
As discussed in Chapter II, a theoretical frame for the research study was
developed to explore the way ethical leaders use power and influence to cultivate an
ethical organizational climate. The framework includes three components of an ethical
organization: (a) an ethical leader, (b) policies and procedures that support ethical
behavior, and (c) followers who regard the leader as an ethical role model (M. E. Brown
& Treviño, 2006; Mayer et al., 2011). Additionally, the framework illustrates the tactics
ethical leaders adopt to support an ethical organizational climate, which include modeling
and acting as a moral manager (M. E. Brown & Treviño, 2006; French & Raven, 1959).
The framework also describes the outcome of exemplary ethical leadership, which is an
ethical organizational climate, a culture of trust, and alignment between leader’s values

67

and their follower’s behavior (Mayer et al., 2011; L. Morris, 2019; Groves & LaRocca
2011). By using the theoretical framework, this study was able to take into account the
broader context for ethical leadership as it relates to Millennial leaders in
admissions/enrollment management use of power and influence to develop and sustain an
ethical organizational climate.
Population
According to Patton (2015), a population is defined as the group that a researcher
is interested in studying. Additionally, J. McMillan and Schumacher (2001) explain that
a population “conform[s] to specific criteria to which [researchers] intend to generalize
the results of the research” (p. 169). In this study, the population included deans of
admission leaders in private non-profit higher educational institutions in the United
States. There are 1,589 private non-profit four-year institutions in the United States
(National Center for Education Statistics, 2020). It is estimated that there is one leader of
admissions/enrollment management at each private non-profit four-year institution. The
population for this study was 1,300 leaders in admissions/enrollment management in the
United States.
Target Population
The target population “defines those units [or subjects] for which the findings of
the survey are meant to generalize” (Lavrakas, 2008, para. 1). The target population for
this study was Millennial leaders in admissions/enrollment management, born between
1981 and 1996, in private non-profit four-year institutions in the United States.
According to the private group Facebook page Millennial Deans and Directors of
Admission, there are 115 members who are Millennials and also deans or directors of
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admission (Millennial Deans and Directors of Admission, n.d.). To ensure that the
participants in this study had critical experience in their positions, a criteria was created.
The participants were required to have been in their position as a leader in
admissions/enrollment management for a minimum of three consecutive years at their
current institution at the time of the study; in addition, the participants were required to
have a minimum of five years working in higher education institutions.
Sample
In a research study, a sample is selected from the larger group and refers to the
group “from whom data are collected” (J. McMillan & Schumacher, 2001, p. 169).
While quantitative inquiry focuses on larger sample sizes, Patton (2015) explains that
qualitative inquiry focuses on a small sample, strategically selected for a purpose. Patton
explains that there are “no rules to sample size in qualitative studies” (p. 311). While
Patton notes the value of a larger number of participants if the study’s purpose is seeking
breadth of experiences, Patton also discusses the value of in-depth studies that involve a
small group of participants if the “cases are information-rich” (p. 311).
For this qualitative study of exemplary Millennial leaders in
admissions/enrollment management, 11 participants or cases were included in the sample.
This amount falls in the J. H. McMillan and Schumacher’s (2010) recommended range of
“1-40” (p. 328) for case studies. For this study, the sample was 11 Millennial leaders in
admissions/enrollment management at private non-profit higher education institutions in
California, Oregon, and Washington. An additional thematic researcher of this topic had
a sample of six high school principals in California. Figure 7 illustrates a summary of the
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alignment between the deans of admission population, target population, and sample for
this study.

Figure 7. Population, target population, and sample alignment of study.
In California, there are 85 private nonprofit higher education institutions in
California that are accredited by the Western Association of Schools and Colleges
(WASC) (Association of Independent California Colleges and Universities, 2020). As
illustrated in Figure 8, the 85 private nonprofit higher education institutions are spread
throughout the state, although there is a higher concentration along the coastal regions.

Figure 8. Location of nonprofit colleges in California. From Association of Independent
California Colleges and Universities, 2020.
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According to the Oregon Alliance of Independent College and Universities
(2021), there are 15 private nonprofit colleges in Oregon that are regionally accredited.
As illustrated in Figure 9, the 15 private nonprofit higher education institutions are
located in the central part of the state.

Figure 9. Location of private nonprofit colleges in Oregon. From “Member Colleges and
Universities,” by Oregon Alliance of Association of Independent Colleges and
Universities, 2021. Retrieved from https://oaicu.org/private-colleges/
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Washington is home to 10 independent, private nonprofit colleges (Independent
Colleges of Washington, 2021). As illustrated in Figure 10, the 10 private nonprofit
higher education institutions are located throughout the state of Washington.

Figure 10. Location of private nonprofit colleges in Washington. From “Map of Member
Colleges,” by Independent Colleges of Washington, 2021. Retrieved from
https://icwashington.org/
Sampling Procedures
Criterion sampling. In criterion-based case selection, cases that meet a
“predetermined criterion of importance” (Patton, 2015, p. 281) are studied so that they
can be compared to cases that did not meet criteria (Patton, 2015). For this study,
criterion sampling was used to identify qualified leaders in admissions/enrollment
management non-profit higher education institutions in California, Oregon, or
Washington. By studying all cases and comparing them against an established criterion,
criterion sampling is a strategy for quality assurance (Patton, 2015). Each of the
participants were required to meet all of the three criteria listed below:
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•

Born between 1981 and 1996

•

A minimum of five years employed in higher education

•

A minimum of three consecutive years as a leader in admissions/enrollment
management at a private non-profit higher education institution in California,
Oregon, or Washington

•

Recognized by their peers, a higher education institution, or an outside
organization for their leadership, such as the National Association for College
Admission Counseling

The following steps were utilized to recruit participants for this study:
1. Once the researcher received permission to collect data through Brandman
University Institutional Review Board (BUIRB) (see Appendix C), the
researcher contacted the administrators of the private group Millennial Deans
and Directors of Admission who sponsor a Facebook page. The researcher
asked the deans and directors of admission to identify their colleagues in this
group who were born between 1981 and 1996 (see Appendix D).
2. The researcher contacted these identified leaders in admissions/enrollment
management through email with the Participants Letter of Invitation (see
Appendix E) and explained the purpose of the study and requested they selfidentify their eligibility for the study using the established criteria.
3. The researcher verified that the potential study participants who responded
met the criteria through their self-eligibility identification by using online
sources, such as LinkedIn, Facebook, and profiles posted on the websites of
higher education institutions.
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Convenience sampling. Convenience sampling is effective in selecting
participants who are “accessible or expedient” (J. H. McMillan & Schumacher, 2010, p.
137). The researcher used convenience sampling to reduce the pool of participants to
11 Millennial leaders in admissions/enrollment management at private non-profit higher
education institutions in California, Oregon, or Washington. The researcher identified 11
leaders from the private group Facebook page, Millennial Deans and Directors of
Admissions, who met the study criteria. The private Facebook group Millennial Deans
and Directors of Admission has two criteria for admitting members. The first criteria is
that a member is a Millennial. The second criteria is that the member is a leader in
admissions/enrollment management. Additionally, convenience sampling was used to
obtain the sample based on geographic location, which was limited to the states of
California, Oregon, and Washington. For the purposes of this study, participants also
worked in private nonprofit higher education institutions in throughout the states of
California, Oregon, and Washington.
Instrumentation
Patton (2015) explained that case data includes interviews, background
information, and things that an individual has produced. According to J. H. McMillan
and Schumacher (2010), case studies usually include multiple methods of data collection,
including artifacts, to gain an in-depth understanding. For collective case studies, while
the data collected needs to be comparable, the process needs to be flexible enough to
allow for detailed description of each unique case (Crowe et al., 2011). In this study, to
triangulate the data, the researcher conducted interviews and collected artifacts.
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Researcher as Instrument of Study
When conducting qualitative research, the researcher is considered the instrument
(Patton, 2015). In qualitative studies, Pezalla, Pettigrew, and Miller-Day (2012) caution
that a researcher’s unique characteristics may influence data collection or lead to bias in
the study. For this study, the researcher’s position as full time faculty at a higher
education institution in California, the researcher’s extensive experience in education,
and the fact that the researcher is also a Millennial were identified as factors that could
lead to bias in the data collection process. As a result, it was important for the researcher
to be aware of potential bias in collecting data and to integrate safeguards to limit bias
from influencing the study by following strict protocols in collecting the data (J. H.
McMillan & Schumacher, 2010).
Interviews
According to Yin (2009), interviews are an essential source of data for case
studies. Interviews allow a researcher to gather information and gain a deeper
understanding of the lived experience of the study participants (J. H. McMillan &
Schumacher, 2010). Patton (2015) explains that there are three types of interviews that a
researcher can use to collect data: (a) informal conversational, (b) interview guide, and
(c) standardized open-ended. Although a researcher should focus on asking questions
that align with the line of inquiry, Yin advises that a researcher pay equal attention to
exuding a “friendly” and “non-threatening” (p. 107) persona and asking open-ended
questions that allow for fluidity rather than rigidity in the interview process.
Five elements gleaned from the theoretical framework and synthesis matrix
(Appendix B) framed this research: (a) use of power and influence, (b) characteristics of
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ethical leadership, (c) leadership tactics, (d) characteristics of ethical organizational
climate, and (e) characteristics of exemplary Millennial leaders. These elements were
used as a guide to develop the interview instrument under the guidance of expert faculty
advisors, to develop probing, semistructured, open-ended, and conversational interview
questions included in the Exemplary Millennial Leaders Thematic Interview Protocol
(see Appendix F).
The interview questions in the Exemplary Millennial Leaders Thematic Interview
Protocol were designed to align the research questions, the theoretical framework, the
theoretical foundations for ethical organizational climate, ethical leadership, and bases of
social power as well as the literature in the synthesis matrix. To create the Exemplary
Millennial Leaders Thematic Interview Protocol, three validated research instruments
served as the theoretical foundation for interview question development, alignment and
adaptation of several instruments based on the following:
•

Ethical Climate Questionnaire (Cullen et al., 1993), which measures climate
types.

•

M. E. Brown et al.’s (2005) Ethical Leadership Scale, which provides an
assessment of ethical leadership.

•

Rahim’s (1988) Leader Power Inventory, which describes supervisory use of
French and Raven’s (1959) Five Bases of Social Power.

The alignment of interview questions, research questions, and theoretical foundations are
summarized in Appendix G.
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Validity
In qualitative research, validity “refers to the degree of congruence between the
explanations of the phenomena and the realities of the world” (J. H. McMillan &
Schumacher, 2010, p. 330). For this study, validity was addressed through the
triangulation of data. According to Merriam and Tisdell (2016), there are four methods
to triangulate data, including multiple methods, multiple sources of data, multiple
investigators, and multiple theories to confirm emerging findings. Through multiple
sources of data, including interviews and the collection of artifacts aligned to the research
questions, the researcher was able to ensure internal validity and increase credibility of
results (J. H. McMillan & Schumacher, 2010).
Prior to meeting with participants in the study, scripted interview questions were
created in collaboration with thematic team and expert faculty advisors, which is referred
to as the Exemplary Millennial Leaders Thematic Interview Protocol. The questions
were intentionally crafted and grounded in the literature and aligned with the research
questions. To ensure external validity, Merriam and Tisdell (2016) discuss using
multiple cases as a strategy for case studies. Eleven cases were researched through data
collection during interviews. Additionally, to further confirm validity, an expert panel of
two Brandman University doctoral graduates with experience in the field of qualitative
research reviewed the interview questions in the Exemplary Millennial Leaders Thematic
Interview Protocol. Once the panel reviewed and provided feedback for the interview
questions and protocol, the researcher modified the questions and protocol accordingly
before conducting the interviews.

77

Additionally, to ensure validity during the interview process with participants in
the study, the researcher provided each interview participant with a copy of transcript
after their individual interview to review and modify for accuracy (J. H. McMillan &
Schumacher, 2010). In the Informed Consent form found in Appendix H, participants
were informed of this process/consideration/or step in the research. Following the
Exemplary Millennial Leaders Thematic Interview Protocol, the researcher modified
interview transcriptions as applicable based on participants’ responses.
Field Test
To ensure validity, a field test through a pilot interview was conducted prior to
data collection. A field test can provide insights for a researcher before engaging with
participants of study (Merriam & Tisdell, 2016). An expert with qualitative research
experience was identified for the pilot interview. The expert identified had experience in
qualitative research experience, had completed coursework on qualitative research at the
doctoral level, and had experience coaching or mentoring others in qualitative research.
The expert observed the researcher conduct the interview and provided feedback on the
researcher’s interview skills using the Interview Feedback Reflection Questions
(Appendix I). All feedback was considered by the researcher before conducting
interviews with participants of study.
Reliability
In qualitative research, reliability is defined by consistency of results over time
and whether the results are an appropriate depiction of the total population (Joppe, 2006).
Throughout data collection, the researcher maintained notes and filed the recordings of
interviews based on the open-ended semistructured questions according to the Exemplary
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Millennial Leaders Thematic Interview Protocol in Appendix F (Merriam & Tisdell,
2016). The researcher, in addition to asking interviewees to review their interview
transcripts, reviewed transcripts for errors, compared transcript with field notes, and
created detailed documentation to ensure the consistency of experience for study
participants (Creswell, 2014). During the 60-minute interviews, the researcher utilized
the same protocol and script for each interview to ensure that each participant’s process
was the same.
Interrater Reliability
Interrater reliability is a method used to determine if independent coders will draw
the same or similar conclusions (Lombard, Snyder-Dutch, & Bracken, 2002). To verify
that the data collected for the research was reliable for this study, another researcher
colleague, with experience in qualitative research and coursework and who had published
a dissertation, engaged in a coding exercise for this study. Using NVivo software, the
researcher sorted through the data to identify themes from the interviews. The researcher
colleague coded 10% of the data to determine if the analysis of the initial data was
aligned with the researcher’s identified themes. The independent coding process revealed
that the data was reliable up to 90%, which is considered an acceptable rate of interrater
reliability for this study (Landis & Koch, 1977).
Ethics
In qualitative research design, ethics is an essential consideration and involves
policies such as “informed consent, deception, confidentiality, anonymity, privacy, and
caring” (J. H. McMillan & Schumacher, 2010, p. 338). Prior to conducting all
interviews, each participant signed an informed consent statement. Additionally, before
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the interviews, the participants were emailed a standard introduction to the researcher, an
overview of the research study, and the researcher’s contact information. When
transcribing the interviews, the researcher removed any identifiable information about the
participants in the study to ensure confidentiality and privacy.
This study also required institutional ethics to protect the human subjects. The
researcher completed the Collaborative Institutional Training Initiative’s Human Subjects
Research Social-Behavioral-Educational Researchers training on May 26, 2019 (see
Appendix J). The researcher also met the requirements of the BUIRB.
Data Collection
According to Yin (2009), the three components for data collection include
gathering input from multiple sources, compiling the input in a data base for the case
study, and creating a thread of the information collected throughout the study. For this
study, the researcher, in collaboration with thematic team and expert faculty advisors,
created interview questions that were probing, semistructured, open-ended, and
conversational. The advantage of a semistructured interview is that it allows flexibility
for the researcher to ask follow-up questions (Patton, 2015), which is helpful when a
researcher seeks to establish rapport with participants and maintain a conversational tone
(Yin, 2009). The researcher used the same questions for all 11 participants who were
exemplary Millennial leaders in admissions/enrollment management at private non-profit
higher educational institutions in California, Oregon, or Washington to ensure that all
interview participants had a consistent experience.
Once it was determined that a participant met the criteria for the study, the
researcher contacted the potential participant through email inviting them to participate
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in the study. The Participants Letter of Invitation included the purpose of the study, the
Participant Bill of Rights (see Appendix K), the informed consent form, and Consent to
Record form (see Appendix L). The researcher also offered to address any questions
potential participants may have had about the study via a Zoom meeting or phone call.
The researcher requested that the forms be signed and returned within a week of sending
the email. Participants who did not meet the one week deadline received a follow-up
phone call from the researcher. By the end of two weeks, all participants completed the
IRB informed consent form.
Due to the Coronavirus pandemic, the researcher conducted one-on-one
interviews in a secure password protected Zoom meeting room, which allowed for video
conferencing. The researcher started each interview by establishing rapport with each
participant, inviting each participant to introduce themselves, share about their role
within their institution, and how many years spent at current institution in current role.
After introductions, the researcher obtained permission from each participant to record
the interview. Then, the researcher read the introduction from the interview protocol and
informed the participants that their participation was voluntary and they had the ability to
ask questions or to stop the interview at any time. The researcher consistently asked each
participant the same questions, using follow up questions and probes to help clarify and
fully understand the participant’s answer. At the end of each interview, the researcher
concluded by thanking each interviewee for participating.
The file of the recording for each interview was saved to the Cloud and was
password protected and will be stored by the researcher for five years. By using video
conferencing (via Zoom), the researcher had the opportunity to establish rapport and
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build personal connections with the participants. The 60-minute interviews provided an
opportunity for the researcher to observe nonverbal cues and body language nuances,
which added depth to the data collected and were recorded in the researcher’s field notes.
The digital recordings of the interviews were transcribed by a confidential
transcriptionist. All 11 participants had the opportunity to review the transcript of their
interview for accuracy.
Triangulation of Data
Patton (2015) explains that triangulation is ideal because it “strengthens a study
by combining methods” (p. 316). A researcher can implement triangulation in a study by
combining methodologies, such as mixing “interviews, observation, and document
analysis” (Patton, 2015, p. 316). For this study, in addition to conducting interviews, the
researcher also collected and analyzed artifacts that related to the participants ethical
leadership or leadership tactics that support an ethical organizational climate. The
researcher requested participants to share artifacts, which included but was not limited to
agendas for meetings, internal communication, and external communication. The
researcher also collected artifacts from online sources (e.g., websites, social media posts,
etc.). The names, titles, and organizations of the participants who shared the artifacts
(e.g., emails, documented policies, employee handbook, etc.) were redacted for
anonymity. The artifacts were coded using Theoretical Framework Artifact Review
Form (Appendix M).
Data Analysis
J. H. McMillan and Schumacher (2010) present the steps of data collection as a
linear and iterative process. These steps include (a) data organization, (b) transcription,
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(c) coding the data, (d) describing data, (e) creating categories, and (f) identifying
patterns (J. H. McMillan & Schumacher, 2010). To ensure accuracy, the researcher
followed this approach to data analysis. Additionally, in the coding process, the
researcher started with identifying segments, or “stand alone” (J. H. McMillan &
Schumacher, 2010, p. 370) data, that generated codes to organize the data. To ensure the
consistency of the data collection process, the researcher adhered to the following steps:
1. The researcher scanned the interview responses to identify themes that aligned
with the research questions for the study.
2. The researcher coded the data using NVivo software, exploring the frequency
of themes to determine if they were effective in answering the research
questions. Frequency tables and charts were developed to assist in the
analysis and organization of themes to determine the findings of this study.
3. After the researcher coded the data, the researcher worked with an expert with
experience in qualitative research to verify, through inter-coder reliability, that
the data was coded accurately.
According to J. H. McMillan and Schumacher (2010), in order to find “patterns
in the data,” (p. 379) researchers use “triangulation” (p. 379) or the “cross-validation
among data sources, data collection strategies, time periods, and theoretical schemes” (p.
379). To triangulate the data, the researcher reviewed artifacts, which were produced or
distributed by the participants as well artifacts created or published by the department or
the institution. Using the same theoretical framework that the researcher used to develop
the interview questions, the Theoretical Framework Artifact Review Form was created to
code the artifacts and identify themes that emerged. Examples of artifacts included
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descriptions of participants on professional websites (e.g., LinkedIn), job descriptions,
the mission and vision of the admissions department, department policies, employee
handbook, meeting agendas, and internal communication. Once the emergent themes
from the interviews and artifacts were identified, the researcher compared the different
sources of information to verify their validity.
Limitations
Simon and Goes (2013) note that, due to the limitations of a case study design, the
generality of findings is unclear because the case study involves the behavior of one unit
of analysis, including a person, group, or organization. It is not possible to rule out
alternative explanations, so case studies prevent a researcher from making inferences that
are casual (Simon & Goes, 2013). This study did not include the perceptions of all
leaders in admissions/enrollment management in private non-profit universities in the
United States and was limited to those identified through a private Facebook group,
Millennial Deans and Directors of Admissions. Since this study represents a small
sample, it may affect the impact of this study’s findings.
Summary
In Chapter III, the researcher addressed the purpose of the study and research
questions as well as described the qualitative multi-case study methodology. The
population, sample, and instrumentation for this study was further defined and procedures
related to data collection and data analysis were also included. The researcher discussed
the measures taken to ensure validity and reliability and described the limitations of the
study. The findings of the study are provided in Chapter IV.

84

CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS
Chapter IV explains the processes for this study, including the research, data
collection, and findings. Specifically, this chapter discusses the data collected from 11
interviews with Millennial leaders in admissions/enrollment management in private
nonprofit higher education. To begin with, the purpose statement and research questions
are restated. The methodology and data collection information are then provided as well
as the population. A significant portion of the chapter is dedicated to the presentation and
analysis of data related to the use of power and influence to cultivate an ethical
organizational climate are also explored. The chapter concludes by summarizing the key
components related to the study’s research, data collection, and findings.
Purpose Statement
The purpose of this qualitative case study was to identify and describe how
exemplary Millennial leaders in admissions/enrollment management in private non-profit
higher educational institutions use power and influence to develop and sustain an ethical
organizational climate. A secondary purpose of this study was to describe what essential
tactics Millennial leaders in admissions/enrollment management in private non-profit
higher educational institutions perceive are effective in developing and sustaining an
ethical organizational climate.
Research Questions
The study was guided by the following research questions:
1. How do exemplary Millennial leaders in admissions/enrollment management
in private non-profit higher educational institutions use power and influence to
develop and sustain an ethical organizational climate?
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2. What are the essential tactics that exemplary Millennial leaders in
admissions/enrollment management, who have power and influence in private
non-profit higher educational institutions, perceive as effective in creating and
sustaining an ethical organizational climate?
Research Methods and Data Collection Procedures
Recent studies on Millennials’ approach to power and influence as leaders is
limited, especially in the context of sustaining an ethical organizational climate in
admissions/enrollment management at higher education institutions. Thus, a qualitative
case study was applied to investigate the ways that exemplary Millennial leaders in
admissions/enrollment management in private non-profit higher educational institutions
use power and influence to create and support an ethical organizational climate, including
the tactics that they perceive as essential. The study was based on semistructured openended interview questions and the collection of artifacts.
As a result of the Coronavirus pandemic, all interviews were conducted one-onone in a Zoom virtual platform, which allowed for video conferencing. With the
permission of the leaders, the researcher recorded the interviews. In addition to the
interviews, the researcher also collected artifacts related to the leaders’ use of power and
influence and tactics they used to sustain an ethical organizational climate at their
institution. The design of the study was intended to triangulate the data as well as create
validity and reliability for the study (J. McMillan & Schumacher, 2010).
To ensure that the data was analyzed consistently, interrater reliability was
utilized (Lombard et al., 2002). In addition to the researcher of this study, another
researcher, who had qualitative research experience and had published a dissertation,
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participated in coding activities to address potential bias. For this study, 10% of the
qualitative data was independently reviewed by the additional researcher. The process of
independent coding determined that up to 90% of the data reviewed was reliable. This
percentage is within the acceptable range for interrater reliability (Landis & Koch, 1977).
Population
In this study, Millennial leaders in admissions/enrollment management in private
nonprofit higher educational institutions in the United States comprised the population, or
the group the researcher is interested in studying (Patton, 2015). Of the 1,589 private
non-profit four-year institutions in the United States, it is estimated that there is at least
one leader in admission/enrollment management (National Center for Education
Statistics, 2020). As a result, the population for this study is 1,589 leaders in
admission/enrollment management.
The target population, or the group that the findings are intended to generalize,
were Millennial leaders in admission/enrollment management (Lavrakas, 2008). The
private Facebook page Millennial Deans and Directors of Admission report a
membership of 115 (Millennial Deans and Directors of Admission, n.d.). From this
target population, the researcher identified specific characteristics for the sample from
which data were collected in this study.
Sample
According to J. H. McMillan and Schumacher (2010), the sample is the group that
the data is collected from. Through criterion sampling, the sample for this study was
created. Eleven exemplary Millennial leaders in admissions/enrollment management
were identified who met all of the following criteria:
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•

Born between 1981 and 1996

•

A minimum of five years employed in higher education

•

A minimum of three consecutive years as a leader in admissions/enrollment
management at a private non-profit higher education institution in California,
Oregon, or Washington

•

Recognized by peers, a higher education institution, or an outside organization
for their leadership, such as the National Association for College Admission
Counseling

Participants were considered based on recommendations from members of the
private Facebook page Millennial Deans and Directors of Admission and their related
networks with leaders in admissions/enrollment management. The researcher followed
up with each recommendation by reaching out via email with the Participants Letter of
Invitation, offering to answer questions, providing the consent forms, and verifying the
participants met the criteria. Participation included an in-depth, one-on-one interview in
Zoom, scheduled at the convenience of the participant, along with the collection of
artifacts.
Demographic Data
For this study, 11 exemplary Millennial leaders in admission/enrollment at private
non-profit higher education institutions were selected to participate. Each participant met
the criteria outlined by the researcher’s thematic team. The participants included leaders
in admission/enrollment from institutions in California, Oregon, and Washington. Table
4 displays the demographic data for each of the participants. Six of the participants
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identified as male, while five of the participants were female. Seventy-two percent of the
participants were directors and 54 % identified as White.
Table 4
Participant Demographics
Participant
Number
Participant 1

Gender
Female

Ethnicity/Race
White

Position
Director

Participant 2

Female

Multi-racial, including
Latina

Director

Participant 3

Male

Asian/Filipino
American

Director

Participant 4

Male

Mexican-American

Assistant Director

Participant 5

Female

White

Director

Participant 6

Male

White

Director

Participant 7

Female

White

Dean

Participant 8

Male

White

Director

Participant 9

Male

White

Director

Participant 10

Female

Asian/Pacific Islander

Assistant Director

Participant 11

Male

Asian/Pacific
Islander/White

Director

Presentation and Analysis of Data
In order to answer the study’s two research questions, qualitative research
methods were used, including over 11 hours of interviews and over five hours of artifact
collection. The presentation of data in this section and its analysis relate to answering the
study’s research question. The leaders in admissions/enrollment management were
determined to be exemplary by the study’s criteria. In addition to the one-on-one
interviews conducted in Zoom, artifacts were also collected and coded for the
participants.
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The participants in the study included data collected from the following cases. In
collecting data from the 11 participants, nine themes emerged. In the data analysis
below, the researcher will delineate the themes addressed by each participant and then
summarize the prevailing frequencies and themes for the sample participants in this
study.
Data Analysis by Participant
The following data, collected from the transcripts of the 11 interviews and related
artifacts, are presented by case in order of highest frequency. Each leader in
admissions/enrollment management was assigned a number to protect his or her
anonymity.
Participant 1. As a female director in admissions/enrollment management with
over five years of experience in higher education, Participant 1 has been in a leadership
role for at least three years at a private non-profit institution. In her role as director,
Participant 1’s primary responsibilities include managing a team of six, overseeing the
day-to-day operations of the department, engaging in overall strategic planning, and
helping her institution “move forward and grow.” Participant 1’s responses corresponded
to 7 out of the 9 themes, and a summary of Participant 1’s responses to Research
Question 1 and Research Question 2 is provided in Table 5. Of Participant 1’s responses,
28% aligned with the theme “clearly communicate expectations and hold team
accountable” and 26% with “cultivate a culture of trust.”
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Table 5
Participant 1: Themes in Responses to Research Questions
Research Question
RQ1: How do
exemplary Millennial
leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions
use power and influence
to develop and sustain
an ethical organizational
climate?
RQ2: What are the
essential tactics that
exemplary Millennial
leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining
an ethical organizational
climate?

•
•
•
•

•
•
•
•
•

Themes
Clearly communicate expectations
and hold the team accountable
Demonstrate an awareness and
openness to a diverse range of
ideas
Model ethical behavior and
decision-making
Intentionally seek opportunities to
promote equitable practices

Frequency
14

Cultivate a culture of trust
Practice transparency to
communicate the "why"
Practice vulnerability and empathy
in teachable moments
Take the time to invest in
relationships
Coach team on individual
development

13

8
6
0

5
2
1
0

Note. RQ = Research Question.
Research question 1. Research Question 1 asked: How do exemplary Millennial
leaders in admissions/enrollment management in private non-profit higher educational
institutions use power and influence to develop and sustain an ethical organizational
climate?
In her responses, Participant 1 mentioned the theme of “clearly communicate
expectations and hold the team accountable” 14 times. For Participant 1, she expressed
that she felt in order for expectations to be clear, they need to be communicated in a
variety of ways. This includes sharing expectations during meetings with her team and
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following up with documentation for her team to refer to. This was supported by the
collection of internal artifacts, which included a communication plan with explicit
directions for responding to inquiries of prospective students. If expectations are not met,
she typically reaches out to her team directly to have a one-on-one conversation and offer
guidance and support. She also believes in leveraging technology in holding her team
accountable, especially as it relates to managing their time and achieving goals. In
addition, Participant 1 referenced the theme “demonstrate an awareness and openness to a
diverse range of ideas” 8 times. In her interview, Participant 1 shared that she likes to
give her team freedom to work independently and to work in a way that works for each of
them. She also explained that she understands that each individual is different, and she is
willing to adjust her style accordingly.
Research question 2. The second research question for this study was as follows:
What are the essential tactics that exemplary Millennial leaders in admissions/enrollment
management, who have power and influence in private non-profit higher educational
institutions, perceive as effective in creating and sustaining an ethical organizational
climate?
In her responses Research Question 2, Participant 1 referenced the “cultivate a
culture of trust” 13 times. Participant 1 continuously expressed the trust that she has in
her team and is aware of each individual’s strengths and areas for improvement. She also
shared that she has confidence in her team to act ethically, although she does believe
checks and balances go hand in hand with trust, which was illustrated by an internal
artifact that reported on the call logs for the day. Participant 1 explained that she
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welcomes her team to come to her whenever a problem arises and enjoys coaching them
and watching her team develop and grow.
Participant 2. With over five years of experience, Participant 2 is a female
director in admissions/enrollment management with three or more years in a leadership
role at a private non-profit institution. In her role, Participant 2 oversees a team of 10
people. Due to some transitions within the institution, she has worn many hats, which
includes but is not limited to advising, recruitment, and retention. Participant 2’s
responses identified with 8 of the 9 themes. In Table 6, a summary of Participant 2’s
responses to Research Question 1 and Research Question 2 is presented. For Participant
2, 28% of her responses aligned with the theme “model ethical behavior and decisionmaking” and 17% “clearly communicate expectations and hold team accountable.”
Table 6
Participant 2: Themes in Responses to Research Questions
Research Question
RQ1: How do exemplary
Millennial leaders in
admissions/enrollment
management in private nonprofit higher educational
institutions use power and
influence to develop and
sustain an ethical
organizational climate?
RQ2: What are the essential
tactics that exemplary
Millennial leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining an
ethical organizational
climate?

•
•
•
•

•
•
•
•
•

Themes
Model ethical behavior and decisionmaking
Clearly communicate expectations and
hold the team accountable
Demonstrate an awareness and openness
to a diverse range of ideas
Intentionally seek opportunities to
promote equitable practices

Frequency
10

Cultivate a culture of trust
Practice transparency to communicate
the "why"
Practice vulnerability and empathy in
teachable moments
Take the time to invest in relationships
Coach team on individual development

5

6

5
4

4
1
0
0

Note. RQ = Research Question.
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Research sub-question 1. Research Question 1 asked: How do exemplary
Millennial leaders in admissions/enrollment management in private non-profit higher
educational institutions use power and influence to develop and sustain an ethical
organizational climate?
In the interview Participant 2, referred to the theme of “model ethical
behavior and decision-making” 10 times. She shared that because her core values align
with her institution, in addition to naturally being a “rule follower,” she is intentional
about making ethical decisions and acting as a role model for her team. As a leader,
Participant 2 stated she feels a responsibility to “display” the behavior she expects from
her team and to be an advocate for ethical decision-making and consideration when
issues arise.
Research sub-question 2. Research Sub-Question 2 asked: What are the essential
tactics that exemplary Millennial leaders in admissions/enrollment management, who
have power and influence in private non-profit higher educational institutions, perceive
as effective in creating and sustaining an ethical organizational climate?
In the interview, Participant 2 mentioned the theme of “cultivate a culture of
trust” 13 times. Participant 2 shared that although there are times, she has to make a “yes
or no call,” she makes it a point to connect with her team and get their perspective.
Participant 2 also feels it is important for her team to know that she is their advocate and
while she may need to provide constructive feedback, she cares for each member of the
team and feels that each of them bring something unique and valuable to the team.
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Participant 3. Participant 3 is a male director in admissions/enrollment
management with over five years of experience in higher education, including three or
more years in a leadership role at a private non-profit institution. In his role, he manages
a team who is student facing and plays an important role in retention and accreditation for
the institution. In his responses, Participant 3’s responses identified with 8 of the 9
themes. A summary of Participant 3’s responses to Research Question 1 and Research
Question 2 is provided in Table 7. Thirty-five percent of Participant 3’s responses
supported the theme “cultivate a culture of trust” and 24% “model ethical behavior and
decision-making.”
Table 7
Participant 3: Themes in Responses to Research Questions
Research Question
RQ1: How do exemplary
Millennial leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions use
power and influence to
develop and sustain an
ethical organizational
climate?
RQ2: What are the
essential tactics that
exemplary Millennial
leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining an
ethical organizational
climate?

•
•
•
•

•
•
•
•
•

Themes
Model ethical behavior and decisionmaking
Demonstrate an awareness and
openness to a diverse range of ideas
Clearly communicate expectations and
hold team accountable
Intentionally seek opportunities to
promote equitable practices

Frequency
9

Cultivate a culture of trust
Practice transparency to communicate
the "why"
Take the time to invest in relationships
Practice vulnerability and empathy in
teachable moments
Coach team on personal development

13
3

Note. RQ = Research Question.
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3

2
1

3
3
0

Research question 1. Research Question 1 asked: How do exemplary Millennial
leaders in admissions/enrollment management in private non-profit higher educational
institutions use power and influence to develop and sustain an ethical organizational
climate?
Participant 3 made 9 references to the theme of “model ethical behavior and
decision-making.” In his responses, Participant 3 shared that his goal is to make sure that
his department’s processes and policies are “working, that they’re student friendly, and
also don’t have negative impacts to other department’s processes.” Because his
department can act as a “gate keeper” for students’ progress, he is often feeling the
tension of what is best for the institution versus what is best for the student. When an
issue arises, he is comfortable discussing the nuances and identifying when it is possible
to bend the rules and when it is important to enforce the policy.
Research question 2. Research Question 2 asked: What are the essential tactics
that exemplary Millennial leaders in admissions/enrollment management, who have
power and influence in private non-profit higher educational institutions, perceive as
effective in creating and sustaining an ethical organizational climate?
Participant 3 mentioned the theme “cultivate a culture of trust” 6 times. For
Participant 3, because of his expertise, he shared that he can default to micromanaging if
he is not intentional. Rather than solving problems for his team, when an issue arises,
Participant 3 empowers individuals to find solutions and share their perspective. He also
intentionally uses humor to diffuse tense situations and feels that it is important to care
for his team as individuals, especially what challenges may be occurring outside of work.

96

Participant 4. Participant 4 is a male assistant director in admissions/enrollment
management with three or more years in a leadership role at a private non-profit
institution and over five years of experience in higher education. In his role, Participant 4
manages a team of three who are involved in recruitment for his institution. His
responsibilities include but are not limited to activities related to recruitment (e.g.,
creating communication strategies, developing partnerships, and planning events).
Participant 4’s responses identified with all 9 themes. A summary of Participant 4’s
responses to Research Question 1 and Research Question 2 is provided in Table 8. For
Participant 4, 25% of her responses aligned with the theme “cultivate a culture of trust”
and 18% “model ethical behavior and decision-making.”
Table 8
Participant 4: Themes in Responses to Research Questions
Research Question
RQ1: How do exemplary
Millennial leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions use
power and influence to
develop and sustain an
ethical organizational
climate?
RQ2: What are the
essential tactics that
exemplary Millennial
leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining an
ethical organizational
climate?

•
•
•
•

•
•
•
•
•

Themes
Model ethical behavior and decisionmaking
Intentionally seek opportunities to
promote equitable practices
Clearly communicate expectations and
hold team accountable
Demonstrate an awareness and
openness to a diverse range of ideas

Frequency
8

Cultivate a culture of trust
Practice transparency to communicate
the "why"
Take the time to invest in relationships
Practice vulnerability and empathy in
teachable moments
Coach team on individual
development

11
7

Note. RQ = Research Question.
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5

3
3

3
3
1

Research question 1. Research Question 1 asked: How do exemplary Millennial
leaders in admissions/enrollment management in private non-profit higher educational
institutions use power and influence to develop and sustain an ethical organizational
climate?
In his interview, Participant 4 mentioned the theme “model ethical behavior and
decision-making” 8 times and “intentionally seek opportunities intentionally to promote
equitable practices” 5 times. From his perspective, Participant 4 feels that fit is an
important priority for admissions and while his team is essentially selling a product,
“we’re not sharks.” It’s important that his team is very clear with prospective students
about financial aid and tuition costs. In that vein, he feels that it is important for him as a
leader in the institution to advocate for equitable financial aid packages for all
prospective students, including transfer students. This was supported by an external
artifact (quotation from Participant 4 published on his institution’s website) in which he
addressed that assumptions about transfer students. He shared that it is important to
understand that for many students, community college is the most affordable option and it
provides students the opportunity to strengthen their academic skills.
Research question 2. Research Question 2 asked: What are the essential tactics
that exemplary Millennial leaders in admissions/enrollment management, who have
power and influence in private non-profit higher educational institutions, perceive as
effective in creating and sustaining an ethical organizational climate?
Participant 4 referred to the theme “cultivate a culture of trust” 11 times. As a
leader, Participant 4 feels that it is important to affirm the feelings of his team and share
experiences where he has been in similar situations. He also believes that motivating his
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team and acknowledging their contributions is important because when the need arises to
correct or provide feedback, the trust has already been established.
Participant 5. Participant 5 is a female who is a director in
admissions/enrollment management with over five years of experience in higher
education, including three or more years in a leadership role at a private non-profit
institution. In her leadership role, Participant 5 manages a team of 5 and oversees the
day-to-day operations in her department. These operations include but are not limited to
recruitment of prospective students, managing the admissions process from start to finish,
and strategic planning. Participant 5’s responses identified with 8 of the 9 themes. A
summary of Participant 5’s responses to Research Question 1 and Research Question 2 is
provided in Table 9. 36% of Participant 5’s responses support the theme “model ethical
behavior and decision-making” and 14% “practice transparency to communicate the
‘why.’”
Table 9
Participant 5: Themes in Responses to Research Questions
Research Question
RQ1: How do
exemplary Millennial
leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions
use power and influence
to develop and sustain
an ethical organizational
climate?

•
•
•
•

Themes
Model ethical behavior and
decision-making
Intentionally seek opportunities to
promote equitable practices
Clearly communicate expectations
and hold team accountable
Demonstrate an awareness and
openness to a diverse range of
ideas

Frequency
17
5

4
2

(continued)
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Table 9
Participant 5: Themes in Responses to Research Questions
Research Question
RQ2: What are the
essential tactics that
exemplary Millennial
leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining
an ethical organizational
climate?

•
•
•
•
•

Themes
Practice transparency to
communicate the "why"
Cultivate a culture of trust
Coach team on individual
development
Take the time to invest in
relationships
Practice vulnerability and empathy
in teachable moments

Frequency
7
6
3
3
0

Note. RQ = Research Question.
Research question 1. Research Question 1 asked: How do exemplary Millennial
leaders in admissions/enrollment management in private non-profit higher educational
institutions use power and influence to develop and sustain an ethical organizational
climate?
Participant 5 made reference to the theme of “model ethical behavior and
decision-making” 12 times. Participant 5 explained that the “complicated and nuanced”
nature of enrollment makes it difficult for the public to understand because there are
competing priorities with balancing tuition revenue goals and other institutional
priorities. As a role model for her team, Participant 5 has a focused mindset, keeping her
institution’s mission top of mind and facilitating trainings and conversations to ensure
that the team’s processes are addressing bias and ethics is top of mind when reviewing
applications and deciding who will be admitted.
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Research question 2. Research Question 2 asked: What are the essential tactics
that exemplary Millennial leaders in admissions/enrollment management, who have
power and influence in private non-profit higher educational institutions, perceive as
effective in creating and sustaining an ethical organizational climate?
In her responses, Participant 5 referenced the theme of “practice transparency to
communicate the ‘why’” 7 times and the theme “cultivate a culture of trust” 6 times.
From Participant 5’s perspective, transparency is essential, whether communicating with
her team about policies and procedures or communicating with prospective students and
their families, especially regarding financial aid. Additionally, Participant 5 explained
that she is intentional about connecting with her team on a regular basis and is conscious
about building an “actual relationship” with each of them that is authentic and based on
trust. In her mind, the relationships she has with her team creates a safe space to provide
constructive feedback.
Participant 6. With over three or more years in a leadership role at a private nonprofit institution, Participant 6 is a male director in admissions/enrollment management
with over five years of experience in higher education. Participant 6 manages a team of
advisors and acts as a liaison between a variety of departments in his institution,
including but not limited to admissions, advising, financial aid, and partnerships. In his
responses, Participant 6 referred to all 9 themes. Table 10 provides a summary of
Participant 6’s responses to Research Question 1 and Research Question 2. While 38% of
Participant 6’s responses aligned with “cultivate a culture of trust,” 18% supported
“model ethical behavior and decision-making.”
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Table 10
Participant 6: Themes in Responses to Research Questions
Research Question
RQ1: How do
exemplary Millennial
leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions
use power and influence
to develop and sustain
an ethical organizational
climate?
RQ2: What are the
essential tactics that
exemplary Millennial
leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining
an ethical organizational
climate?

•
•
•
•

•
•
•
•
•

Themes
Model ethical behavior and
decision-making
Demonstrate an awareness and
openness to a diverse range of
ideas
Clearly communicate expectations
and hold team accountable
Intentionally seek opportunities to
promote equitable practices

Frequency
10

Cultivate a culture of trust
Practice transparency to
communicate the "why"
Practice vulnerability and empathy
in teachable moments
Coach team on individual
development
Take the time to invest in
relationships

21

4

3

1

7
5
3
1

Note. RQ = Research Question.
Research question 1. Research Question 1 asked: How do exemplary Millennial
leaders in admissions/enrollment management in private non-profit higher educational
institutions use power and influence to develop and sustain an ethical organizational
climate?
In the interview, Participant 6 referred to “model ethical behavior and decisionmaking” 10 times. He stated that he feels it is important for his team to make decisions
and behave in a way that is “fair to the students, the institution, and ourselves. That’s the
bottom line.” Participant 6 shared that he believes in “justice and doing what’s right” and
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is willing to advocate for anyone who has been wronged, even if it means going through
the proper channels to change policies that are unfair to students.
Research question 2. Research Question 2 asked: What are the essential tactics
that exemplary Millennial leaders in admissions/enrollment management, who have
power and influence in private non-profit higher educational institutions, perceive as
effective in creating and sustaining an ethical organizational climate?
In his responses, Participant 6 mentioned the theme “cultivate a culture of trust”
21 times. For Participant 6, even when he is hiring, he is looking for “fit” with the team
to ensure that new members will add to and assimilate with the “team culture” rather than
disrupt the comradery. Additionally, he feels an “open door” policy is important to make
sure that his team knows that they can approach him about anything anytime. He also is
intentional about welcoming feedback and expressing his appreciation for his team.
Participant 7. Participant 7 is a female director in admissions/enrollment
management with three or more years in her leadership role and over five years of
experience in higher education. For Participant 7, in addition to managing the day-to-day
operations of her team, she participates in strategic planning, coordinates with financial
aid, and engages with a variety of committees at her institution. Participant 7 referred to
8 of the 9 themes in her responses. Table 11 illustrates a summary of Participant 7’s
responses to Research Question 1 and Research Question 2. For Participant 7, 31% of
her responses aligned with the theme “model ethical behavior” and decision-making and
18% with “cultivate a culture of trust.”
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Table 11
Participant 7: Themes in Responses to Research Questions
Research Question
RQ1: How do
exemplary Millennial
leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions
use power and influence
to develop and sustain
an ethical organizational
climate?
RQ2: What are the
essential tactics that
exemplary Millennial
leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining
an ethical organizational
climate?

•
•
•
•

•
•
•
•
•

Themes
Model ethical behavior and
decision-making
Demonstrate an awareness and
openness to a diverse range of
ideas
Clearly communicate expectations
and hold team accountable
Intentionally seek opportunities to
promote equitable practices

Frequency
31

Cultivate a culture of trust
Practice transparency to
communicate the "why"
Take the time to invest in
relationships
Coach team on individual
development
Practice vulnerability and empathy
in teachable moments

21

9

10

13

8
5
3
0

Note. RQ = Research Question.
Research question 1. Research Question 1 asked: How do exemplary Millennial
leaders in admissions/enrollment management in private non-profit higher educational
institutions use power and influence to develop and sustain an ethical organizational
climate?
Participant 7 mentioned the theme “model ethical behavior and decision-making”
31 times. For Participant 7, leadership is not about “dictating” but rather being a “servant
leader” and “getting right beside people, understanding their jobs, understanding their
challenges, and leveraging resources so they can be successful.” In addition to twice a
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year trainings to address potential bias in the application review process, Participant 7
makes the “fit” of a student as a high priority in the admissions process. She wants her
team to focus on admitting students who will thrive in all aspects, including financially.
Research question 2. Research Question 2 asked: What are the essential tactics
that exemplary Millennial leaders in admissions/enrollment management, who have
power and influence in private non-profit higher educational institutions, perceive as
effective in creating and sustaining an ethical organizational climate?
Participant 7 referred to the theme “cultivate a culture of trust” 21 times.
Participant 7 shared that while it is important for her to communicate her belief in each
team member, it is even more important for her actions and communication to be
perceived as authentic. She also feels grace is important and acknowledging when people
are “showing up” as best they can.
Participant 8. Participant 8 is a male director in admissions/enrollment
management with three or more years in her leadership role and over five years of
experience in higher education. The main “thrust” of Participant 8’s responsibilities, in
addition to managing his team, are recruiting prospective students, directing the
recruitment efforts at his institution, and the selection process, which includes reviewing
applications and determining who to offer admission to. He also plays a role in financial
aid and strategy for his institution. Participant 8 referred to all 9 themes in his responses.
In Table 12, Participant 8’s responses are summarized for Research Question 1 and
Research Question 2. For Participant 8, 28% of responses supported the theme of
“cultivate a culture of trust” and 18% of responses with “model ethical behavior and
decision-making.”
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Table 12
Participant 8: Themes in Responses to Research Questions
Research Question
RQ1: How do
exemplary Millennial
leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions
use power and influence
to develop and sustain
an ethical organizational
climate?
RQ2: What are the
essential tactics that
exemplary Millennial
leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining
an ethical organizational
climate?

•
•
•
•

•
•
•
•
•

Themes
Model ethical behavior and
decision-making
Demonstrate an awareness and
openness to a diverse range of
ideas
Intentionally seek opportunities to
promote equitable practices
Clearly communicate expectations
and hold team accountable

Frequency
18

Cultivate a culture of trust
Practice transparency to
communicate the "why"
Take the time to invest in
relationships
Coach team on individual
development
Practice vulnerability and empathy
in teachable moments

28

13
8
5

12
6
7
2

Note. RQ = Research Question.
Research question 1. Research Question 1 asked: How do exemplary Millennial
leaders in admissions/enrollment management in private non-profit higher educational
institutions use power and influence to develop and sustain an ethical organizational
climate?
In his responses, Participant 8 mentioned the theme “model ethical behavior and
decision-making” 28 times. While Participant 8 shared he is comfortable with the
“ambiguity” of enrollment, he does not allow that to take him away from “data informed
trends” that helps him strike the balance between the “art and science” of admissions. He
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also explained that he is not afraid to have candid conversations with his team about
controversial topics, such as privileging one type of diversity over another in the
admissions process.
Research question 2. Research Question 2 asked: What are the essential tactics
that exemplary Millennial leaders in admissions/enrollment management, who have
power and influence in private non-profit higher educational institutions, perceive as
effective in creating and sustaining an ethical organizational climate?
Participant 8 referred to the theme “cultivate a culture of trust” 28 times.
Participant 8 shared that one of his strengths that he brings to his team is not just knowing
the institutional priorities but also why they are in place. He finds that “training and
education” are key factors to a culture of trust. He also said that he has to empower his
team to make decisions and trust that they will be ethical.
Participant 9. Participant 9 is a male director in admissions/enrollment
management with three or more years in her leadership role and over five years of
experience in higher education. Participant 9’s main responsibilities relate to managing
his team, which includes associate directors who have supervisory responsibilities, and
the recruitment efforts for his institute. He also actively collaborates with other
departments, which include Marketing and Communications. Participant 9 referred to all
9 themes in his responses. In Table 13, Participant 9’s responses are summarized for
Research Question 1 and Research Question 2. Twenty-four percent of Participant 9’s
responses connected to the theme “model ethical behavior and decision-making” and
22% of responses referred to “cultivate a culture of trust.”
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Table 13
Participant 9: Themes in Responses to Research Questions
Research Question
RQ1: How do
exemplary Millennial
leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions
use power and influence
to develop and sustain
an ethical organizational
climate?
RQ2: What are the
essential tactics that
exemplary Millennial
leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining
an ethical organizational
climate?

•
•
•
•

•
•
•
•
•

Themes
Model ethical behavior and
decision-making
Demonstrate an awareness and
openness to a diverse range of
ideas
Clearly communicate expectations
and holding team accountable
Intentionally seek opportunities to
promote equitable practices

Frequency
23

Cultivate a culture of trust
Practice transparency to
communicate the "why"
Take the time to invest in
relationships
Coach team on individual
development
Practice vulnerability and empathy
in teachable moments

21

13

3

2

11
8
7
7

Note. RQ = Research Question.
Research question 1. Research Question 1 asked: How do exemplary Millennial
leaders in admissions/enrollment management in private non-profit higher educational
institutions use power and influence to develop and sustain an ethical organizational
climate?
Participant 9 referred to the theme “model ethical behavior and decision-making”
23 times. From his perspective, Participant 9 feels that his role is a “sounding board”
and, since he understands the work of those he supervises, he is just as much focused on
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the process as he is the outcome. He also prioritizes collaboration, whether it is working
with his team, other departments, or potential students.
Research question 2. Research Question 2 asked: What are the essential tactics
that exemplary Millennial leaders in admissions/enrollment management, who have
power and influence in private non-profit higher educational institutions, perceive as
effective in creating and sustaining an ethical organizational climate?
Participant 9 referred to the theme “cultivate a culture of trust” 23 times. From
Participant 9’s perspective, his role is to be an educator, whether it is educating his team.
When he approaches his team, he avoids being “directive” and tries to interact with his
team with vulnerability so that he demonstrates his openness to learning.
Participant 10. Participant 10 is a female assistant director in
admissions/enrollment management with three or more years in her leadership role and
over five years of experience in higher education. Participant 10’s responsibilities
revolve around managing her team and is focused on retention for her institution. Her
department is highly collaborative with other departments because they are student
facing. Participant 10 referred to all 9 themes in her responses. In Table 14, Participant
10’s responses are summarized for Research Question 1 and Research Question 2. For
Participant 10, 25% of her responses supported the theme “model ethical behavior and
decision-making” and 20% with the theme of “cultivate a culture of trust.”
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Table 14
Participant 10: Themes in Responses to Research Questions
Research Question
RQ1: How do
exemplary Millennial
leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions
use power and influence
to develop and sustain
an ethical organizational
climate?
RQ2: What are the
essential tactics that
exemplary Millennial
leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining
an ethical organizational
climate?

•
•
•
•

•
•
•
•
•

Themes
Model ethical behavior and
decision-making
Demonstrate an awareness and
openness to a diverse range of
ideas
Clearly communicate expectations
and hold team accountable
Intentionally seek opportunities to
promote equitable practices

Frequency
24

Cultivate a culture of trust
Practice transparency to
communicate the "why"
Take the time to invest in
relationships
Coach team on individual
development
Practice vulnerability and empathy
in teachable moments

19

15

5
2

15
8
5
2

Note. RQ = Research Question.
Research question 1. Research Question 1 asked: How do exemplary Millennial
leaders in admissions/enrollment management in private non-profit higher educational
institutions use power and influence to develop and sustain an ethical organizational
climate?
In her responses, Participant 10 referred to the theme “model ethical behavior and
decision-making” 24 times. Participant 10 feels when she or her team notice that a policy
is hurting students, that they have a responsibility to communicate and advocate for
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change. While following policy and procedure is important, she and her team are willing
to find a compromise that makes all sides happy.
Research question 2. Research Question 2 asked: What are the essential tactics
that exemplary Millennial leaders in admissions/enrollment management, who have
power and influence in private non-profit higher educational institutions, perceive as
effective in creating and sustaining an ethical organizational climate?
Participant 10 referred to the theme “cultivate a culture of trust” 21 times. Due to
the fact that Participant 10’s team has had very little turnover over the years, there is a
high level of trust, she shared. As their leader, Participant 10 offers opportunities for her
team to connect and develop close bonds while also being an advocate for them.
Participant 11. Participant 11 is a male director in admissions/enrollment
management with three or more years in her leadership role and over five years of
experience in higher education. Participant 11 manages a team of 11 who are responsible
for admissions, enrollment, and recruitment. In his responses, Participant 11 addressed 7
out of 9 themes. In Table 15, Participant 11’s responses are summarized for Research
Question 1 and Research Question 2. For Participant 11, 42% of his responses supported
the theme of “cultivate a culture of trust” while 19% of responses “model ethical
behavior and decision-making.”
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Table 15
Participant 11: Themes in Responses to Research Questions
Research Question
RQ1: How do
exemplary Millennial
leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions
use power and influence
to develop and sustain
an ethical organizational
climate?
RQ2: What are the
essential tactics that
exemplary Millennial
leaders in
admissions/enrollment
management, who have
power and influence in
private non-profit higher
educational institutions,
perceive as effective in
creating and sustaining
an ethical organizational
climate?

•
•
•
•

•
•
•

Themes
Model ethical behavior and
decision-making
Intentionally seek opportunities to
promote equitable practices
Demonstrate an awareness and
openness to a diverse range of
ideas
Clearly communicate expectations
and hold team accountable

Frequency
8

Cultivate a culture of trust
Practice transparency to
communicate the "why"
Practice vulnerability and empathy
in teachable moments

18
2

7
4
1

2

Note. RQ = Research Question.
Research question 1. Research Question 1 asked: How do exemplary Millennial
leaders in admissions/enrollment management in private non-profit higher educational
institutions use power and influence to develop and sustain an ethical organizational
climate?
Participant 11 referred to the theme “intentionally seek opportunities to promote
equitable practices” 7 times. Having risen from the bottom to the top in admissions, he
understands the perspective of all levels of his team and actively seeks opportunities to
advocate for them. He also supports team members to find the right home professionally
speaking, even if that means moving on from his institution.
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Research question 2. Research Question 2 asked: What are the essential tactics
that exemplary Millennial leaders in admissions/enrollment management, who have
power and influence in private non-profit higher educational institutions, perceive as
effective in creating and sustaining an ethical organizational climate?
Participant 11 referred to the theme “cultivate a culture of trust” 18 times.
Participant 11 discussed the importance of empowerment and “delegating with trust.” He
finds that giving team members power when possible is very empowering, including
giving them control of a budget when applicable.
Data Analysis by Common Themes in Research Questions
A collective analysis of all data, including 11 interviews was conducted to
identify relevant themes and patterns. To triangulate the data collected in the interviews,
13 artifacts were also collected, which included internal artifacts (e.g., a communication
plan for student inquiries, call log report, and a meeting agenda template with a table for
tracking weekly goals and items for building relationships) as well as external artifacts
posted online (e.g., profiles posted on institution’s website, a LinkedIn profile, quotations
published on institutions website, and a podcast). To code the artifacts, the researcher
used the Theoretical Framework Artifact and Observation Review Form, which was
developed from the theoretical foundation used to create the interview questions.
The themes presented were provided by at least seven sources, or greater than
63% of the participants. Once the themes were identified, tables were developed to
display the data analysis results by theme, number of sources, and frequency of reference
for each theme. The following themes are presented in the order of highest to lowest

113

frequency and align with the study’s theoretical framework of Millennial ethical leaders’
tactical use of power and influence to cultivate ethical organizational climates.
Leaders in admissions/enrollment management use power and influence to
develop and sustain an ethical organizational climate when they
1. cultivate a culture of trust
2. model ethical behavior and decision-making
3. practice transparency to communicate the "why"
4. demonstrate an awareness and openness to a diverse range of ideas
5. communicate clearly their expectations and holding their team accountable
6. intentionally seek opportunities intentionally to promote equitable practices
7. take the time to invest in relationships
8. practice vulnerability and empathy in teachable moments
9. coach team members on individual development.
Table 16 displays the common themes, in order of highest frequency to lowest, along
with the source and frequency count for each theme.
Table 16
Theme, Sources, and Frequency – Highest to Lowest
Number of
Respondents
13

Interview
Source
11

Artifact
Source
2

Frequency of
References
178

Model ethical behavior
and decision-making

11

11

0

164

Practice transparency to
communicate the "why"

11

11

0

81

Demonstrate an
awareness and openness

12

11

1

80

Themes
Cultivate a culture of
trust

(continued)
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Table 16
Theme, Sources, and Frequency – Highest to Lowest
Number of
Respondents
14

Interview
Source
11

Artifact
Source
3

Frequency of
References
61

Intentionally seek
opportunities to
promote equitable
practices

17

11

6

54

Take the time to invest
in relationships

10

9

1

39

Practice vulnerability
and empathy in
teachable moments

9

9

0

30

Coach team on
individual development

7

7

0

26

Themes
Clearly communicate
expectations and hold
team accountable

Note: Data sorted from highest frequency to lowest. Sources included transcribed
interviews and artifacts.
Similar to Table 16, Figure 11 also illustrates the common themes along with the
source and frequency count for each theme. This figure illustrates that of the 359 codes,
the themes “cultivate a culture of trust” and “model ethical behavior and decisionmaking” were referred to most frequently.
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Figure 11. Frequency of themes.
Data Analysis for Research Question 1
Research Question 1 asked: How do exemplary Millennial leaders in
admissions/enrollment management in private non-profit higher educational institutions
use power and influence to develop and sustain an ethical organizational climate? In
Table 17, the data collected is presented for the first research question with the themes
organized in order of highest frequency to lowest. The themes were generated from the
coding of the interviews and artifacts, with the theme “model ethical behavior and
decision-making” appearing 164 times.
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Table 17
Theme, Sources, and Frequency for Research Question 1 – Highest to Lowest Frequency
Research Question
RQ1: How do
exemplary Millennial
leaders in
admissions/enrollment
management in private
non-profit higher
educational institutions
use power and influence
to develop and sustain
an ethical organizational
climate?

Themes
1. Model ethical behavior
and decision-making
2. Demonstrate an awareness
and openness to a diverse
range of ideas
3. Clearly communicate
expectations and hold
team accountable
4. Intentionally seek
opportunities to promote
equitable practices

Source
11

Frequency
164

12

80

14

61

17

54

Note. RQ = Research Question. Data sorted from highest frequency to lowest. Sources
included transcribed interviews and artifacts.
To illustrate the data analysis from the interviews and artifacts, tables were
developed for each theme. For the first research question, there were four common
themes that emerged when analyzing the data.
Model ethical behavior and decision-making. Of the 359 lines of code, 164 of
them revealed the theme of “model ethical behavior and decision-making,” displayed in
Table 18. In the interviews, each of the 11 participants discussed the importance of their
role as an ethical role model for their team and cited role modeling as a key element to
their approach to using power and influence to create an ethical organizational climate.
Table 18
Theme, Sources, and Frequency – Modeling
Themes
Model ethical behavior and decision-making

Note. Sources included transcribed interviews.
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Source
11

Frequency
164

The participants demonstrated a conscientious approach to modeling ethical
behavior and decision-making. Participant 2 explained that she feels in order for her to
expect ethical behavior from her team, the team needs to see her model the expectation
first. This includes making her team cognizant of the institution’s mission and aligning
their decision-making, including policies and practices, accordingly. Participant 10 also
explained that while her team are advocates for students, she reminds her team that they
are “representatives of the university” and that they need to be “pretty straight on our
game” as it relates to “rules, regulations, and policies” so they can be confident in their
ethical decision-making. Participant 1 stated firmly that in order for her to be an ethical
role model, she has “to model ethical behavior myself for my team.” For Participant 1,
this means demonstrating care for the student in the admissions process, but also avoiding
practices that would be detrimental for the student (e.g., enrolling a student to hit goals
for enrollment rather than enrolling a student because it’s in the student’s best interest).
The leaders also recognized that inviting feedback on their decision making and behavior
is helpful to being perceived as an ethical role model. Participant 11 shared that he
actually invites his team to “call [him] out” if he is doing something they feel is wrong.
With the new layers of ethical decision-making that have been introduced as a
result of the COVID-19 pandemic and virtual work as well as initiatives related to equity
and inclusion in the admissions/enrollment management process, many participants
shared that they see a need to explicitly discuss ethical challenges and dilemmas.
Participant 5 discussed the challenge to leverage technology to be effective as a team in a
virtual environment while making sure that her boss, who is not as tech savvy, is not left
behind and her team has the resources they need to do their work.
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In the transition to virtual work and throughout the admissions season,
Participant 5 shared that she highlighted the “amazing opportunities” (e.g., partnering
with other colleges to do group presentations for students) for her team while also leaving
“space” to share the challenges of virtual work and not being able to never “fully turn
off” work or home. Participant 8 highlighted the ambiguity that currently exists in higher
education with the need to balance financial sustainability, academic excellence, and
“goals related to accessibility and diversity.” As a result, he noted that his team does “a
lot of work kind of talking about how a certain thing that might feel like an ethical
compromise is part of a longer goal” (Participant 8). Participant 8 went on to state that he
feels in addition to having candid conversations with his team, he also feels responsible
to provide an “honest assessment” to the leaders he reports to regarding the forecast for
admissions at his institution, even if it means that he has to share bad news when he
knows they want to hear good news.
Participant 5 also discussed the need to model honest communication and
processes in the context of admitting applicants. She reflected that after the 2016
election, it came to light that the team was prioritizing those students who were involved
in social justice activities as a result of how the team was feeling about the results of the
election. As a result of this experience and the desire to establish a process that fosters
ethical decision-making, the admissions process was changed to focus on the “fit” of the
student within the mission of the institution. Participant 7 also discussed the need to
focus on the fit for potential students with the institution. For Participant 7, she stresses
three criteria for fit to her team: (a) academic fit, (b) social fit, and (c) financial fit. In
discussions with her team, especially when a team member is advocating for a student to
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be admitting that the committee did agree not admit, Participant 7 feels it important that
the team asks, “not just is the student admissible, but what are the indications that we’ll
see the student thrive?” (Participant 7). Participant 7 continued to reflect on the ethically
charged conversations that she initiates with her team:
I think there are instances where it's really important that we ask the financial fit
question. If we're compelled to admit a student because they have this really hard
story and incredible life experience, but we know they're not going to be eligible
for our merit scholarships, and we know that our need based aid doesn't cover that
full criterium, is it still the right decision? Will they be able to thrive financially?
It's not a fit for them. And those aren't easy conversations to have with really
young professionals. But I think it's important to start asking some of those
questions so that they see that.
Participant 11 echoed this sentiment. When working with his team, especially when it
relates to a team member who is advocating for a prospective student, he shared that the
question “Is the student in a better place?” is one that he wants his team to ask and
discuss.
If we change this, is the prospective student in a better position if we make this
change? And if the answer is no, even if it is an ethical dilemma, then we have to
look at it differently and say, why isn't it better for us to make this decision for
our students? Do we need to ask a question differently? Do we need to engage
with people differently in person or whatever it might be, but in that way, it
simplifies any argument or discussion or disagreement we have and if there's not a
better prospect for the prospective student, than it is probably not the best thing.
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Demonstrate an awareness and openness to a diverse range of ideas. There
were 80 codes (of 359) linked to the theme of “demonstrate an awareness and openness
to a diverse range of ideas,” which is illustrated in Table 19.
Table 19
Theme, Sources, and Frequency – Demonstrate Awareness and Openness
Themes
Demonstrate an awareness and openness to
a diverse range of ideas

Source
12

Frequency
80

Note. Sources included transcribed interviews and artifact.
All 11 exemplary leaders in admissions/enrollment management who were
interviewed for this study, demonstrated value for diverse perspectives and a welcoming
tone towards other perspectives and opinions support an ethical organizational climate.
Participant 4, who is a leader at a faith-based institution, recounted his experiences at a
previous organization where he worked with individuals from a variety of faiths and
backgrounds. He referred to those individuals as “some of the most beautiful people I’ve
ever met” (Participant 11) and reflected that the experience helped him to expand his
“worldview,” which has proved valuable in leading his current team and being able to
connect with the diverse group of individuals he manages. Participant 1 and 2, who also
work at faith-based institutions, shared that even though their team share a common faith,
it may be expressed differently depending on the individual and that those differences
should be respected.
Additionally, Participant 6 and 10 demonstrated an awareness of different ways
that individuals prefer to be managed, which is key when establishing an ethical
organization climate with individuals who may not have the same value set. Participant 6
shared that while one team member is very “analytical” and gets frustrated if things are
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not communicated directly, another team member is more “sensitive” and has different
frustrations. Participant 6 described his management style as “loose” and stated that he
tells his team “nothing is set in stone” and he welcomes their input. Similarly, Participant
10 explained that she has one member of the team who prefers to be told what to do and
have it delivered in a way “that’s the way it is” fashion while another team member wants
to know the why. Participant 10 expressed that she has learned what works best for each
of her team and she just “rolls” with it.
Participant 1 stated that she is not one “to prescribe one way of doing things,” and
although there are some things that have to be done a certain way, she is “open to
variation” when possible. For example, her team of admissions counselors are required
to share their calendars with her, which is helpful since even before the COVID-19
pandemic her team was operating fairly independently. In reviewing her team’s calendar,
she has noticed that while some of the counselors are very detailed, others do not provide
much specific information and take a broader approach with what they include.
Participant 1 shared that she does not have a problem with the differences as long as the
work gets done because “personalities are different.” Participant 2 echoed these
sentiments stating that since each individual has unique strengths, “how we get to a goal
is going to look different for everybody. One size does not fit all.” Participate 9 also
stated that he does not take a “one size fits all approach” and tells new members of the
team (during onboarding) that he is not a micromanager.
The leaders agreed that demonstrating an awareness of diverse perspectives and
being open to feedback helps to empower team members. Participant 3 shared that he
likes to “encourage people to solve their own problems” and “troubleshoot on their own.”
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He went further to add that sometimes the solutions are ones he disagrees, and he will let
the team member know. However, in his experience, it is beneficial to continue to allow
individuals to propose their own solutions because it might be something that he had not
thought of. In those cases, he is willing to support a solution, even if he is not the one
who came up with the solution, as long as it is in the best interest of the institution.
The leaders also shared the importance of recognizing generational differences,
especially when managing younger professionals. Participant 5 noted that in her
experience of managing Millennials and Gen Z, they want to “be in the room where it
happens” and it’s important to make them feel like they “have a voice.” Participant 8
supported this sentiment by sharing that he notices that Gen Zers desire to engage in
meaningful work and he sees it as his role to make sure they don’t feel like “a cog in a
machine.” The implication in this reflection is that without meaningful work, it is
possible that unethical decision-making may be outcome.
Clearly communicate expectations and hold team accountable. Of the 359
codes, there were 61 supporting the theme of “clearly communicate expectations and
hold team accountable,” which is displayed in Table 20.
Table 20
Theme, Sources, and Frequency – Clear Expectations and Accountability
Themes
Clearly communicate expectations and
hold team accountable

Source
14

Frequency
61

Note. Sources included transcribed interviews and artifacts.
In their interviews and artifacts, leaders indicated that communicating
expectations and holding team members accountable is important to set the tone for an
ethical organizational climate. This may take the form of documentation (e.g., manuals),
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trainings, or daily goals. Internal artifacts collected to demonstrate communicating clear
expectations and holding the team accountable included a template for tracking weekly
goals for recruiting and managing prospective students that is shared at weekly meetings.
Participant 1 shared that when daily call goals were initially implemented, some members
of the team struggled to meet the goals although call goals are industry standard and the
reasoning for the new initiative was explained. Participant 1 leveraged technology,
reviewing team member’s calendars and reviewing their call logs before meeting with the
team member to problem solve. In another instance, Participant I shared that at times she
has called team members for information only to find out that they have started their
workday later without communicating that they were planning to do so. In this instance,
Participant 1 explained that she has a direct conversation: “If it's an issue of personal
integrity, and not showing up when you say you're showing up or not letting me know, if
you're changing your schedule, then that's a very, you know, straightforward conversation
of that's not okay.” She went on to say that “I think redefining and reminding of what the
expectation is, is really important” (Participant 1)
Participant 2 shared that communicating clear expectations is helpful with
“power, influence, and the inequity of power” because her team knows what to expect
from her. Participant 2 shared that accountability and a system of checks and balances is
helpful in both managing her team and keeping her “grounded” as a leader. She quoted
Brene Brown that “unclear is unkind” and stated that it’s unfortunate for the organization
and for team member when they are held accountable for an expectation that was not
clearly articulated. Participant 9 shared that with his team, he challenges them that if
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“this is a standard we want to have, that we want to hold people to, we got to get that
written down. That can’t be just something that’s passed on or an understanding.”
Participant 5 shared that it is also important to remind people what the
expectations are. She recalled a conversation with one of her team members who was
falling behind on reading applications. Participant 5 explained that she addressed the
issue directly and allowed the team member to create a plan to get back on track. For
Participant 5, “holding the line” once it has been established comes naturally and she
reflected that accountability should not be “personal.”
The leaders shared that clear communication of expectations and accountability
plays an essential role when a team member is violating the norms. Participant 3 shared a
story of how a team member was not able to get the work done required by the team
member’s position due to personal challenges outside of work. Participant 3 worked to
create a modified schedule, but the flexibility did not solve the issue. He shared the way
situation escalated till it was finally resolved:
We checked in regularly made more accommodations, but she was still violating
the norms. So then we had a meeting where we explicitly said, you're violating
the norms, put it into writing, and then that fixed itself. I think now that I'm
reflecting on it, perhaps like I could have it sooner. This is unacceptable
behavior. (Participant 3)
Participant 6 shared a story of a team member who would disappear on a regular
basis from their cubicle. For Participant 6, the issue was more than just a violation of the
norms. It was about fairness to “the team,” because while the person was disappearing,
the rest of the team was present and engaged in the work. When the behavior did not
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change despite direct conversations about the behavior being unacceptable, there was
coordination to move the delinquent team member to another department.
Participant 9 shared that when a new software was implemented that gave him
access to the number of applications that were being reviewed by each team member as
well as a time stamp of when the review was happening, he noticed a team member
reading large volumes of applications late at night. For Participant 9, this was a concern
regarding the team member’s performance in effectively reviewing the applications and
he followed up with the individual. Participant 9 stated that “we have a lot of work to get
done in a short amount of time” and if the team feels “too much urgency around a task,
they make expedient decisions.” Participant 7 shared that when she stepped into her role
as a leader at her current institution, there were no regular staff meetings or formal
evaluations. Participant 7 created the expectation for the weekly staff meetings that each
member is responsible to “show and to communicate with one another.” Although
Participant 7 instituted annual formal review process, she stated that “you can’t just set
goals and walk away from them; you have to check in on them.”
Intentionally seek opportunities to promote equitable practices. Of the 359
codes, 54 codes were present in the data that illustrated the way the exemplary leaders
use power and influence to promote equitable practices. The codes are presented in
Table 21.
Table 21
Theme, Sources, and Frequency – Promote Equitable Practices
Themes
Intentionally seek opportunities to promote
equitable practices

Source
17

Note. Sources included transcribed interviews and artifacts.
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Frequency
54

Through interviews and artifacts, each participant demonstrated a commitment to
diversity and inclusion by promoting equitable practices at their institution. Many
participants shared that, even before the COVID-19 pandemic, their institutions had
moved to test-optional, which means that applicants are not required to submit their SAT
or ACT test scores. Participant 7 shared that one of the things she’s most proud of is that
she successfully lobbied to remove the test requirement for her institution’s top
scholarship. In the same vein, Participant 4 shared that during his tenure at his institution
he was most proud of the way he was able to, through the use of data and asking probing
questions of the institution’s top leaders, substantially increase the amount of scholarship
money offered to transfer students. Participant 4 feels that increasing scholarship money
available is crucial for achieving his institution’s goals for diversity, equity, and
inclusion. External artifacts collected, including direct quotations from institutions
websites, illustrated the participants’ for more equitable practices in
admissions/enrollment management, including Participant 2 advocating for firstgeneration students and Participant 8 voicing his support for his institution’s commitment
to provide full tuition for in-state students whose families earns less than $80,000 a year.
Participant 6 shared that his team has used data and student feedback to initiate
catalog changes, even successfully reducing certain costs for students required for the
program. Participant 10 added that because her team interacts frequently with students,
they have pursued certain policy changes because the policy was negatively impacting
the student. Participant 5 shared that the senior leadership team made the decision to
allow students to defer their admission for the 2020-21 school year, even though that
would mean the team would have to do furloughs. Participant 5 shared that the
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leadership team felt it was more important to empower students than be fiscally
conservative, which is aligned with their mission as an institution.
Many leaders shared changes that are needed in the admissions process to
mitigate the inequalities that the system is perpetuating. Participant 9 explained that
“systemic racism is real and we need to do our best to combat it.” Participant 8 discussed
his institution’s initiative to offer preferential financial aid packages to specific groups of
applicants, which though challenging for some of his staff to consider, Participant 8 feels
this is a step in the right direction for his institution. Participant 7 discussed the need to
look at policies if an institution is requiring an applicant to “provide proof of citizenship”
in the admissions process “even though there’s no federal guideline.”
While participants discussed initiatives at the institutional level, the leaders also
expressed the need to pursue equitable practices in department policies and interactions
with their team and higher ups. Participant 2 spoke of the need to offer hourly employees
who are on her team the same opportunities for networking and professional development
that faculty receive at the institution. Participant 2 stated that there is a need at her
institution to make things “equitable across the board, faculty, staff, students, staff, our
grad assistants” so that they feel empowered. Participant 11 shared that if he notices a
colleague is “cutting off women more often than they’re cutting off a man or a person
who identifies as non-binary” he will private message the person and recommend they
stop cutting people off. He shared that he has made it a priority to ensure that both he
and his “colleagues represent our division well” (Participant 11).
The leaders also discussed the need for equitable processes and practices in the
review process for applications. Even with an experienced team, rather than waiting till
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the end of reading the applications to build a class, Participant 5 shared that they have
incorporated micro conversations multiple times a day or week to provide feedback on
“the ethics of what we do.” Participant 7 discussed their approach to the review of
applications, which includes a “blind” read, which means that the reviewer is not aware
of the student’s ability to pay full tuition the first round. Participant 8 discussed the role
that committee based evaluation (CBE) can play in promoting equitable practices in the
admissions process because it is two people collaborating on the review rather than one.
Data Analysis for Research Question 2
Research Question 2 asked: What are the essential tactics that exemplary
Millennial leaders in admissions/enrollment management, who have power and influence
in private non-profit higher educational institutions, perceive as effective in creating and
sustaining an ethical organizational climate? In Table 22, the data collected is presented
for the second research question with the themes organized in order of highest frequency
to lowest. The themes were generated from the coding of the interviews and artifacts,
with the theme cultivating a culture of trust appearing 178 times.
Table 22
Theme, Sources, and Frequency for Research Question 1 – Highest to Lowest Frequency
Research Question
RQ2: What are the essential
tactics that exemplary
Millennial leaders in
admissions/enrollment
management, who have power
and influence in private nonprofit higher educational
institutions, perceive as
effective in creating and
sustaining an ethical
organizational climate?

•
•
•
•
•

Themes
Cultivate a culture of trust
Practice transparency to
communicate the "why"
Take the time to invest in
relationships
Practice vulnerability and
empathy in teachable moments
Coach team on individual
development

Note. Sources included transcribed interviews and artifacts.
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Source
13

Frequency
178

11

81

10

39

9

30

7

26

When analyzing the data for the second research question, there were five
common themes that emerged regarding the essential tactics related to power and
influence that exemplary Millennial leaders in admissions/enrollment management use to
sustain an organizational climate.
Cultivate a culture of trust. Of all the themes that emerged from the data,
“cultivate a culture of trust” had the highest frequency count, totaling 178 or the 359
codes. This is shown in Table 23.
Table 23
Theme, Sources, and Frequency – Trust
Themes
Cultivate a culture of trust

Source
13

Note. Sources included transcribed interviews and artifacts.

Frequency
178

For the leaders interviewed, trust was the desired outcome of their interactions
with their teams. This sentiment was also supported through the artifacts, including a
profile on the institution’s website sharing personal interests outside of work and a
LinkedIn profile promoting commitment to supporting the team. Participant 9 shared that
he tries to avoid being “directive” when possible. He prefers to bring people along,
inviting their feedback and into “spaces where decisions are made.” For him taking an
inviting and collaborative approach allows for him to build trust with his team, which he
finds critical for ethical decision-making. Participant 2 also described trust as a
cornerstone for her leadership. She described the connection between trust and ethical
leadership as follows:
When others actually see you as an advocate, I think that that means they trust
you. So they know that you are going to do what's right. Because they see me as
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an ethical leader, they know that I also understand the institutional values. So I'm
going to help guide that we're in alignment with our mission. But they also know
that I am thinking about them. (Participant 2)
Participant 1 stated multiple times that she “trusts” her team to do what they’re
supposed to do because she hires the people she knows will be excellent at the position.
To foster trust, Participant 1 takes more of a coaching role when supporting her team,
establishing a rapport where they know they can approach her if they need help without
fear of being punished. Participant 11 talked about the importance of “delegating with
trust” and shared an example of how he delegated creating a strategic plan to an assistant
director. Participant 11 recounted that he gave his associate director the plan he had
created the prior year as a template, but encouraged the associate director that,
I am comfortable with whatever liberties you take. Because I trust you, because I
trust that you can do this. You're a professional. And he killed it. He did great.
He took the task on and it looked vastly different from the way that I approached
it. And I loved it.
Regular meetings (which for all leaders were taking place in person prior to the
COVID-19 pandemic but are now taking place virtually using live video conferencing
tools) were a common strategy that the leaders identified for building trust. Participant 4
shared that his once a week meetings with each individual on his team allows him to
“deepen our roots and to build trust, while having professional boundaries.” Participant 5
cited her ability to “temperature gauge” a space (even in Zoom) as a great tool to check in
with her team so that she can connect with each member of her team on a professional
and personal level and really get a sense of how they are doing. Participant 3 prioritizes
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making connections with new employees and cites it as a great way to expand his “power
of influence” in his networks. Having trust with those on other teams has been helpful to
get an outsider perspective or gain insight about other teams in the institution. Both
Participant 8 and Participant 9 shared that they have an open door policy for meeting with
anyone on their respective teams.
Participant 6, who meets with his team every Monday and Friday, shared that he
likes to start the Monday meetings with a fun question, like “What’s your favorite Disney
character?” During the Friday meetings, they took a question from the reality show
“Keeping Up With the Kardashians,” and have each person answer “What was the peak
and the pit of your week?” Participant 6 shared that these activities bring the team closer
together and provides him insight about each individual because he pays close attention
to what each person is saying. Participant 3 said that he uses his sense of humor to create
a relaxed environment, even giving space to tell jokes during regular meetings or making
a goofy face to lighten the mood. Participant 7 shared that their team has a mantra
“We’re doing the things,” which is displayed on little plaques on their desks. The mantra
was born out of challenging situation where the institution’s major event planner left the
week before our first big admission event. Since the team had no choice but to pick up
the torch and run with it. “Basically, it’s like, we’re just gonna do all the things like, we
have to still do it right” (Participant 7).
Practice transparency to communicate the “why”. Of the 359 codes, 81 codes
were present in the data that illustrated the way the exemplary leaders practice
transparency to communicate the “why” (or the purpose or intention behind decision-
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making or expectations) and sustain an ethical organizational climate. This is shown in
Table 24.
Table 24
Theme, Sources, and Frequency – Transparency
Themes
Practice transparency to communicate the "why"

Note. Sources included transcribed interviews.

Source
11

Frequency
81

Transparency and communicating the “why” was a theme that resonated with all
the leaders that were interviewed for this study. Participant 7 stated that,
You can't expect people to follow policy without giving them a compelling sort of
why or getting them to buy into it. And so, really, a huge tactic of mine is to help
connect people to either resources of data or to share important data.
Participant 8 stated that his approach to transparency is to have authentic conversations
with his team about what is happening at the higher levels so they feel like they are in the
know. Participant 5 stated that she advocates for transparency because she does not feel
it is fair to ask her team to work on Saturdays without telling them why. She also stated
that it’s important to be honest with the team if they are “not going to be the decision
maker” (Participant 5). Participant 10 explained that “there's never too much
information” and by giving her team as much information as they need, it opens things up
for discussion so that she knows what they need.
For Participant 6, he encourages his team to be transparent regarding personal
challenges, and models transparency himself. During a recent issue with family where he
was out of the office for a week, Participant 6 shared with his team that transitioning back

133

to work was a challenge and he wasn’t feeling fully present so that his team did not take
his behavior personally.
Another aspect to transparency discussed was used in the context of involving the
teams in decision making. Participant 4 explained that he likes to include his team in the
whole process for making decisions to create ownership. Participant 4 hopes that by
modeling transparency, his counselors will behave the same way when interfacing with
students. He also stated that transparency is a way that his team can hold him
accountable.
When it comes to being transparent, many leaders expressed the need to be candid
about the challenges ahead. Participant 8 noted that while he has observed older
generations “sugar coat” the current state of the industry, possibly because they were
involved in admissions/enrollment management during easier times, he does not do that
with his team. Participant 3 went so far as to state that he wants people to expect a “shit
show” because things are not going to be perfect.
Participant 1 mentioned that while she has heard older generations complain
about the needs of younger generations to know the why for everything, she understands
the need for transparency and feels that providing the “why” is something she can do for
her team. Participant 11 shared that his willingness to be transparent with his team stems
from his own experience with leaders he had to report to who were not transparent. For
him, the lack of transparency was very frustrating.
Take the time to invest in relationships. As illustrated in Table 25, 39 codes
were present in the data which illustrated taking time to invest in relationships as an
essential tactic that exemplary leaders use to sustain an ethical organizational climate.
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Table 25
Theme, Sources, and Frequency – Invest in Relationships
Themes
Take the time to invest in relationships

Source
10

Note. Sources included transcribed interviews and artifacts.

Frequency
39

Checking in with each individual on the team and demonstrating an interest in
things outside of work was a consistent tactic discussed by the leaders in the interviews
and an artifact. Participant 3 shared that he feels it is really important that leaders
understand that work is not everyone’s priority. He went further to share that work is
certainly not his own life priority, implying that he does not assume that work would be a
life priority for his team. As a result, when challenges come up with an individual’s
performance which is the result of challenges at home, Participant 3 is quick to make
accommodations (e.g., creating a flexible work schedule) so that his team can show up
where it matters most. Participant 5 supported the sentiment that it is important for
leaders to care about their team outside of work and support a work life balance because
she has found that her team desires to have a life outside of work. Participant 1 shared
that, as a leader, it is important to understand the people you manage and treat them as
individuals.
Participant 4 shared that since his counselors are in graduate school, he regularly
checks in with them on their course work and what they are learning. Over the past year,
while the team has been working virtually, Participant 4 shared that some team members
contracted COVID-19, so he makes sure to check in to make sure the team members are
healthy and doing ok. He stated that he cares for each of his team members and went
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further to explain that “If I trust somebody, and I believe in somebody, I’ll do anything
for them. I trust their ethics. I would run through a brick wall for them” (Participant 4).
Participant 7 shared that she engages in book clubs with each of her lead team
members. Reading is an activity that Participant 7 enjoys and she finds a lot of
enjoyment talk with her lead team members on a variety of topics. She feels fortunate
her team has embraced it. Since it takes about two months to get through the book with a
lead team member, Participant 7 says it’s a different way to get to know people.
Participant 10, who describes her team as more “touchy feely” and feels that
supporting her team and sharing a personal connections with her team is important for
retention and maintaining commitment to the team. As such, she holds weekly optional
meetings where anyone on the team can stop by and connect with the team. She
discussed that during the pandemic, this practice has been helpful to provide an
opportunity for her team to chime in on a topic (e.g., what they had for dinner) or to
unwind and/or vent about anything an individual needs to get off their chest.
Practice vulnerability and empathy in teachable moments. Of the 359 codes,
30 codes were found aligned with the tendency of exemplary leaders to practice
vulnerability and empathy in teachable moments with the team. This is shown in Table
26.
Table 26
Theme, Sources, and Frequency – Vulnerability and Empathy
Themes
Practice vulnerability and empathy in teachable moments

Note. Sources included transcribed interviews.
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Source
9

Frequency
30

Many of the leaders shared that the willingness to admit their own vulnerability is
an important tactic to managing their team. Participant 11 stated that he feels that being
willing to admit that he could be wrong helps to “separate pride from decisions” and
demonstrates to his team that he is open to their feedback so that he can advocate for the
things they care about. In fact, Participant 2 discussed that creating a safe space is
important so that when a team member is struggling with individual motivation, she can
have a productive conversation about finding an outside project that would be bring joy
to the individual. Participant 4 explained that he shares stories of mistakes he’s made to
build relationships with his team so that they feel comfortable coming to him when they
make a mistake. He stated “I’m not gonna shame them. I’m not gonna shame them.
We’re gonna find a solution” (Participant 4). He went further to say that he’s even
willing to apologize on behalf of his team if he needs to.
Participant 1 explained that she wants her team to feel like they can approach her
with the individual is struggling. She discussed that she feels like when people can come
to a leader and discuss what they are struggling, whether it be personally or
professionally, it encourages ethical behavior because they do not need to “cover
something up” (Participant 1). Participant 3 that he regularly tells his staff that “all of the
problems we create are solvable.” When an individual makes a mistake, even if it’s a
violation of protocol, Participant 3 wants the team member to communicate with him and
he stated very matter of fact that “we’ll come up with a solution.” In his mind, the sooner
the better, because the quicker a mistake is caught the easier it is to mitigate the impact
on the student.
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Participant 6’s perspective is that “there’s always gonna be problems” and if one
of my team “screws up,” it’s not a big deal. He expressed confidence that any problem
can be solved. Participant 8 stated that he is also willing to lead by example and admit
weakness that he does not know everything. In fact, he feels it is important to “roll the
dice” and take risks even if the outcome may be that they are wrong.
Participant 9 shared that when one team member was struggling with how to fit
the assigned work into a 40 hour a work week, instead of saying “you’re a professional,
you manage your calendar,” Participant 9 met with the individual and talked through the
“pressure points” as well created a sample calendar to show how the work could get
done. For Participant 9, it’s important to show that he is imperfect and to demonstrate his
vulnerability to the team. He feels that the collaborative efforts to support team members
and leading with vulnerability is empowering for his team.
Coach team on individual development. Of the 359 codes, 26 codes were
present in the data that illustrated the way exemplary leaders coach team members on
their individual development to sustain an ethical organizational climate. This is shown
in Table 27.
Table 27
Theme, Sources, and Frequency – Coach
Themes
Coach team on individual development

Source
7

Frequency
26

Note. Sources included transcribed interviews.
Coaching team members to develop as individuals, both personally and
professionally, was an essential tactic identified by the participants. Participant 5 shared
because her job as a leader is to execute the vision of her institution that is on the smaller
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side, which means limited upward mobility, it is in her best interest to empower her team
to move on when the time is right. She reported that it is actually a great reflection of her
institution and her as a leader if her team members move on to make more money and
step into a leadership role. Participant 8 regularly encourages his team to update their
resumes and apply for jobs with his full support. He shared that he read a blog post that
for Millennials and Gen Z, long term loyalty is not the norm. Rather than try to convince
his young staff to stay at the institution for the long haul, he focuses on creating “a
meaningful first working experience for where people are going to leave with a set of
skills that’s going to make them competitive in what it is you are applying for or
whatever you do next.”
In addition to providing support for team members to move beyond the
institution, participants shared the value of investing in the development of individuals
who need support. Participant 4 shared a situation where a counselor was expressing
frustration due to changes happening in the institution, including slamming doors, and
while this person was not officially his direct report, Participant 4 was covering for the
counselor’s supervisor who was out on maternity leave. While Participant 4 understood
where the frustration was coming for, he pulled the counselor aside to discuss alternatives
and managing his emotions at work because it was affecting the rest of the team.
Although the counselor was not in a place to hear the feedback at the time, Participant 4
shared that the counselor recently reached out to him (years later) and shared that he
really appreciated Participant 4 pulling him aside to share the feedback. The counselor
explained that while he was struggling to see Participant 4’s point of view in the moment,
he knew that Participant 4 cared for him and was providing the feedback because he was
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capable of rising above the frustrating circumstances. Interestingly, Participant 10 noted
that she notices that Millennial leaders are more vested in their team than older
generations.
Triangulation of Data – Artifacts
To strengthen the study, the researcher used triangulation to validate the responses
to the research questions. The researcher collected 13 artifacts (Patton, 2015). The
artifacts, which included internal and external artifacts, aligned with five of the nine
common themes. Examples of internal artifacts included an employee policies handbook,
titled “dos and don’ts,” a meeting template, and a tracking document for prospective
students. External artifacts included but were not limited to profiles posted on
institutions’ websites, LinkedIn profiles, quotations from online publications, and profiles
on other professional websites related to leadership in admissions/enrollment
management. The internal documents, especially the one-on-one meeting template and
phone dos and don’ts (Appendix N-O), indicated the detailed approach that exemplary
Millennial leaders take in clarifying expectations for their team. The researcher used the
Theoretical Framework Artifact and Observation Review Form to code the artifacts. The
artifacts are displayed according to the themes in Table 28.
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Table 28
Artifacts: Theme, Sources, and Frequency – Highest to Lowest
Themes
Intentionally seek
opportunities to promote
equitable practices

Sources
6

Frequency
6

Type
• Profile on professional
organization website about the
need to provide equitable access to
resources to students
• Four direct quotations in articles
published on institution’s website
promoting equitable practices for
admissions
• Podcast promoting inclusiveness

Clearly communicate
expectations and hold
team accountable

3

3

• Communication plan for student
inquiries to provide specific
guidance regarding what to say and
what to avoid
• Call log report to organize and
document information for inquiries
to be shared with supervisor
• Template for tracking weekly goals
to ensure that team is meeting daily
quota for calls

Cultivate a culture of
trust

2

2

• Profile on institution’s website
sharing personal interests outside of
work and demonstrating sense of
humor
• LinkedIn profile promoting
commitment to supporting and
developing teams

Demonstrate an
awareness and openness
to a diverse range of
ideas

1

1

• Profile on institution’s website
demonstrating interest and
awareness of climate change as a
pressing issue that needs to be
addressed

Take the time to invest in
relationships

1

1

• Meeting agenda with time dedicated
for discussing challenges and
successes of the week

Note. Sources included artifacts.
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Summary
In this chapter, the researcher explained the purpose statement and research
questions of this study as well as the study methodology. Additionally, the chapter
described the data that was collected for this case study research to describe the way
exemplary Millennial leaders in admissions/enrollment management use power and
influence to create and sustain an ethical organizational climate, as well as the tactics
they perceive as essential. The data was presented by partisan and common themes. The
nine themes, with “cultivate a culture of trust” and “model ethical behavior and decisionmaking” emerged as the most frequently referenced themes, reflected the experiences of
the participants as expressed during the semi-structured interviews and illustrated through
internal and external artifacts.
Chapter V explored major findings as well as conclusions that were synthesized
from the findings, which include the distinctive way exemplary Millennial leaders, who
participated in this study, use power and influence to create and sustain an ethical
organizational climate. Additionally, the tactics that these leaders use to influence ethical
decision-making and behavior, including cultivating a culture of trust and acting as an
ethical role model. Then, the implications for action are explained, followed by the
study’s conclusions. Chapter V concludes with recommendations for future research, and
the conclusions and reflections of the researcher.
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CHAPTER V: FINDINGS, CONCLUSIONS, IMPLICATIONS AND
RECOMMENDATIONS
Summary
To begin, Chapter V summarizes the research study and then explains the purpose
statement, research questions, methodology, population, and sample information. In
addition, this chapter lists the key findings as well as conclusions drawn from those
findings. The findings in this study are similar to other research sources, which includes
the impact of personal power bases on employee perceptions of a leader and employee
behavior (Atwater & Yammarino, 1996; French & Raven, 1959; Kudisch et al., 1995; A.
Pierro et al., 2013). The role of effective ethical leadership plays in building trust and
mitigating misconduct (Ardichvili et al., 2009; M. E. Brown & Treviño, 2006; L. Morris,
2019), and the way exemplary ethical leaders sustain an ethical organizational climate
through modeling as well as enforcing policies and processes that promote ethical
decision-making (A. Bandura, 2001; Mayer et al., 2011; Victor & Cullen, 1988). The
findings align with emerging research about the Millennial generation’s distinctive
approach to leadership (Anderson et al., 2017; Business News Daily Editor, 2020;
Frauenheim, 2019). Additionally, Chapter V describes the implications for action and
recommendations for further research surrounding this topic. At the end of the chapter,
the researcher shares final comments and reflections.
Purpose Statement
The purpose of this qualitative case study was to identify and describe how
exemplary Millennial leaders in admissions/enrollment management in private non-profit
higher educational institutions use power and influence to develop and sustain an ethical
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organizational climate. A secondary purpose of this study was to describe what essential
tactics Millennial leaders in admissions/enrollment management in private non-profit
higher educational institutions perceive are effective in developing and sustaining an
ethical organizational climate.
Research Questions
The following questions guided this study:
1. How do exemplary Millennial leaders in admissions/enrollment management
in private non-profit higher educational institutions use power and influence to
develop and sustain an ethical organizational climate?
2. What are the essential tactics that exemplary Millennial leaders in
admissions/enrollment management, who have power and influence in private
non-profit higher educational institutions, perceive as effective in creating and
sustaining an ethical organizational climate?
Methodology
This study, sought to describe the way exemplary Millennial leaders in
admissions/enrollment management use power and influence to create an ethical
organizational climate. A case study methodology was used in collecting data for this
study in order to describe a phenomenon and explain it within a specific context
(Farquahr, 2012; Yazan, 2015). A qualitative case study, based on multiple-case design
with a holistic unit of analysis, was the methodological framework for this research. By
using this design, the researcher was able to explore the phenomenon (ethical leadership
in admissions/enrollment management) through a variety of participants or cases and
therefore identify individual perspectives culminating in a synthesis of common themes.
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Through the use of semistructured open-ended interview questions and the
collection of artifacts, this study was designed to identify the ways that exemplary
Millennial leaders in admissions/enrollment management in private non-profit higher
educational institutions use power and influence to create and support an ethical
organizational climate. This study was also designed to describe the tactics that these
exemplary leaders perceive as essential. Each of the 11 participants voluntarily answered
the six interview questions as well as additional probing questions related to their use of
power and influence to create and sustain an ethical organizational climate. Prior to
beginning each of the interviews, each participant confirmed his or her consent to
participate in the study and confirmed that he or she had received and signed the required
documentation. In addition, each participant provided consent for the researcher to
record the interview and confirmed all their questions about the research study had been
answered before the recording began. All interviews were conducted one-on-one in a
Zoom virtual platform, which allowed for video conferencing, due to the Coronavirus
pandemic.
The researcher started the interview with context questions to understand the role
and responsibilities of each leader in admissions/enrollment management at his or her
institution. Once the context questions had been answered, the researcher began to ask
the participants the interview questions. The interview questions focused on the leader’s
approach to power and influence to promote ethical decision-making and behavior within
their team and their institution while the probing questions focused on specific tactics that
the leaders used in various interactions to influence ethical outcome.
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The researcher transcribed each interview and then used NVivo, an online
software program that allows for coding of data for common themes, to analyze the data.
The internal and external artifacts were also analyzed using NVivo. Using NVivo, the
researcher identified common themes and coded the data for each participant individually
and collectively. Interrater reliability was implemented to ensure consistency of data in
the analysis for this study.
Population and Sample
For this study, the population was leaders in admissions/enrollment management.
The sample of leaders who participated in this study was determined by the following
criteria:
•

Born between 1981 and 1996

•

A minimum of five years employed in higher education

•

A minimum of three consecutive years as a leader in; admissions/enrollment
management at a private non-profit higher education institution in California,
Oregon, or Washington

•

Recognized by their peers, a higher education institution, or an outside
organization for their leadership, such as the National Association for College
Admission Counseling

In addition to criterion sampling, convenience sampling was used to identify
participants who were easily accessible (J. H. McMillan & Schumacher, 2010). The 11
participants were identified from a private group Facebook page, Millennial Deans and
Directors of Admissions, who met the study criteria. Convenience sampling was also
used to determine the sample by geographic location (California, Oregon, or Washington)
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and type of institution (private non-profit higher education institution). The researcher
followed up with recommendations received from members of the private Facebook
group to ensure the participants met the criteria.
Major Findings
The intent of this study was to identify and describe how Millennial leaders in
admissions/enrollment management use power and influence to cultivate an ethical
organizational climate, including the tactics they perceive as essential. The major
findings presented in this chapter reflect the Data Analysis by Participants and Common
Themes presented in Chapter IV and are aligned with the Literature Review in Chapter II.
The following eight major findings and explanations of each are organized by the
Research Questions: Major Findings 1-3 are in response to Research Question 1 while
Major Findings 4-8 are in response to Research Question 2.
Research Question 1: Major Findings
From 11 interviews and 13 collected artifacts, the researcher identified four major
findings that were synthesized from responses to the Research Question 1 which asked:
How do exemplary Millennial leaders in admissions/enrollment management in private
non-profit higher education institutions use power and influence to develop and sustain
an ethical organizational climate?
Major finding 1. Taking a more tactical approach to role modeling than
previous generations, exemplary Millennial leaders in admissions/enrollment
management intentionally act as ethical role models, using their power to influence their
team’s ethical decision-making and behavior.
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For exemplary Millennial leaders in admissions/enrollment management, they
recognize that because of their position as a leader, they have the power to influence their
team as an ethical role model and that by using ingratiating tactics (or seeking the favor
of their team), they can influence their team to behave ethically and make ethical
decisions (French & Raven, 1959; Randall, 2012; Yukl & Falbe, 1990). However, the
modeling described by the exemplary Millennial leaders also demonstrated personal
bases of power, a combination of expert power (power derived from knowledge and
skills) and referent power (power that stems from earning respect and acting admirably),
which can lead to follower commitment and trust for leaders (M. E. Brown & Treviño,
2006; French & Raven, 1959; Mayer et al., 2011; Randall, 2012). Exemplary Millennial
leaders also indicated that Additionally, Millennial leaders recognize that there is a direct
connection between their actions and their credibility as an ethical role model (Ardichvili
et al., 2009; A. Bandura, 2001; M. E. Brown & Treviño, 2006; Mayer et al., 2011; L.
Morris, 2019). As Participant 1 stated, in order for her to promote ethical decisionmaking and behavior in her team, “I have to model ethical behavior for my team.” All 11
participants demonstrated an awareness that having high expectations for themselves as
ethical leaders incentivizes their team to follow suit regarding their ethical decisionmaking and behavior (M. E. Brown & Treviño, 2006; Mayer et al., 2011).
Major finding 2. While establishing clear expectations is not unique to the
Millennial generation of leaders, due to their commitment to inclusive practices,
exemplary Millennial leaders in admissions/enrollment management establish clear
expectations and goals to influence their diverse, multi-generational teams and
encourage ethical decision-making and behavior.
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In their responses, exemplary Millennial leaders in admissions/enrollment
management use the personal bases of power (expert and referent power) by establishing
clear expectations to influence the decision-making and behavior of their team (M. E.
Brown & Treviño, 2006; French & Raven, 1959; L. Morris, 2019). Additionally, clear
expectations can act as a persuasive method by providing the rationale for tasks and or
responsibilities (Yukl & Falbe). A majority of the leaders shared that by establishing a
baseline for performance and establishing goals, their teams understand how to prioritize
their time, understand the requirements of the job, and demonstrate commitment to the
team and the institution (Atwater & Yammarino, 1996; A. Pierro et al., 2013). As
Participant 9 explained, “ethical decision-making is the core of college admission work.”
While establishing clear expectations is not a unique tactic to Millennial leaders, their
motivation for doing so reflects their collaborative and inclusive approach to leadership
(Frauenheim, 2019; Stokes 2020; Twenge, 2020). For example, Participant 2 explained
that she feels a responsibility to be clear with her expectations for her team because,
quoting Brené Brown, “unclear is unkind.” Additionally, a majority of the participants
noted that setting clear expectations encourages ethical decision-making and behavior,
which has been especially important with the move to virtual work because of the
pandemic. Providing expectations such as daily call goals (for recruiting prospective
students), daily reading goals (or a goal of how many applications will be reviewed), and
requiring documentation for communication between admissions counselors and
prospective students/parents (including phone, email, and video conferencing) have
helped the leaders’ teams perform successfully and ethically.
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Major finding 3. By prioritizing regular one-on-one interactions with their
teams, exemplary Millennial leaders in admissions/enrollment management strategically
build rapport while providing constructive feedback with individuals on their team (as
needed) as a tactic to diminish misconduct.
For all 11 leaders, they identified tremendous value in using the personal bases of
power (expert and referent power) during regular one-on-one interactions to establish
personal relationships and influence their team to behave responsibly and ethically
(Ardichvili et al., 2009; M. E. Brown & Treviño, 2006; Mayer et al., 2011; L. Morris,
2019). Instead of waiting till issues arise, a majority of the leaders cited regular one-onone meetings as a way to proactively communicate with their team, demonstrate a
personal interest (referent power), and address issues before they become a problem
(expert power). A majority of the leaders explicitly stated that when the need arises to
address an individual who is not meeting expectations, because of the relationships they
have cultivated through regular interactions, there is already a level of trust, which can
reduce defensiveness and/or resistance (M. E. Brown & Treviño, 2006; French & Raven,
1959; L. Morris, 2019). In her interview, Participant 5 recalled that during a recent oneon-one meeting, she addressed a team member who was not meeting the daily reading
goals for applications. Using referent power, Participant 5 started with a personal checkin with the team member, allowing the individual to share her “side of the story” before
addressing the issue. Then, knowing that the team member struggles prioritizing work,
Participant 5 demonstrated expert power by collaborating with the individual on a
schedule to get the team member back on track so that the individual had a clear path for
getting back on track. While previous generations may have also actively worked to
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build relationships with their team, as evidence by this example, exemplary Millennial
leaders intentionally build rapport with their team as an ingratiating tactic so that when
issues arise, the leaders can use the favorable bond they have with their team to
effectively persuade individuals to correct their behavior (Yukl & Falbe, 1990).
Major finding 4. Exemplary Millennial leaders in admissions/enrollment
management strategically demonstrate vulnerability and empathy to increase their power
and influence as an ethical role model and to remove the shame of making mistakes.
Exemplary Millennial leaders use referent power by expressing vulnerability,
including admitting their mistakes and sharing experiences of how they have grown
professionally, which increases their influence as an ethical role model (A. Bandura,
2001; M. E. Brown & Treviño, 2006; L. Morris, 2019). A majority of leaders shared that
they feel it is important to publicly acknowledge with their team that they do not see
themselves as the person who knows everything or has all the answers. Participant 3
stated that he sees his role “not to be the expert, but to keep things moving” and to utilize
“other people’s expertise” to solve problems. A majority of the leaders mentioned that
they intentionally communicate with vulnerability to create trust and exude
approachability, which inspires their teams by appealing to their values or ideals (Yukl &
Falbe, 1990). Participant 9 explained that vulnerability is “hugely important,” especially
“as I think about the intersectionality of everybody on our team and sort of owning the
place as a cisgender white male in a position of leadership.” Additionally, the leaders
found that using referent power by communicating with vulnerability and empathy can
help lessen the shame or discomfort that can happen occur during conversations where a
team member has made a mistake or is not performing to the expectation. Participant 4
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explained that by sharing “how I’ve made mistakes in the past, or maybe I fumbled
somewhere” it “encourages” his team that if “they slip, or a mistake is made, or
something is missed, that they can come to me.” He went on to share that he wants them
to know that “I’m not gonna scold them; I’m not going to shame them, but we’re going to
find a solution” (Participant 4). The leaders reflected that removing the shame motivates
the individual to focus on growing from the experience and empowers him or her to
move forward and take a different approach in the future (M. E. Brown & Treviño, 2006;
French & Raven, 1959; L. Morris, 2019).
Research Question 2: Major Findings
The researcher identified the following four major findings that aligned with the
second research question, which was derived from the interview question responses of 11
Millennial leaders in admissions/enrollment management that participated in this study as
well from information gleaned in the 13 collected artifacts. The second research
questions was as follows: What are the essential tactics that exemplary Millennial
leaders in admissions/enrollment management, who have power and influence in private
non-profit higher education institutions, perceive as effective in creating and sustaining
an ethical organizational climate?
Major finding 5. While traditional decision-making takes a more “top-down”
approach (where decisions are made at the top levels of leadership with little input from
those at the lower levels of an organization), exemplary Millennial leaders in
admissions/enrollment management actively engage their teams in decision-making as a
tactic to sustain an ethical organizational climate.
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Exemplary Millennial leaders in admissions/enrollment management tactically
use power through consultation tactics by involving their teams in the decision-making
process regarding policies and procedures in their department in order to influence and
engage their teams (Ardichvili et al., 2009; M. E. Brown & Treviño, 2006; Yukl & Falbe,
1990). While a majority of leaders said there are times that they as the leader need to
make the call and may not be able to appease the preferences of the team, the process of
engaging the team in discussions regarding decisions and listening to their input is a key
tactic to foster trust between the leader and his or her team, which is a crucial aspect of
sustaining an ethical organizational climate (M. E. Brown & Treviño, 2006; L. Morris,
2019). Participant 2 shared that because there often “isn’t enough time” to “provide
feedback to those above us,” she intentionally tries to “ask for feedback from my teams”
because she wants to know if people are “lost” when she thinks she is being “clear with
[an] expectation for new student scheduling.” She went on to say, “I want them to be
able to have a place where they can share that” (Participant 2).
Major finding 6. While previous generations have often demonstrated that the
leadership at the top are the only ones within the organization who can handle
transparency, exemplary Millennial leaders in admissions/enrollment management
identify transparency, or explaining the “why,” as an essential tactic that leads to
commitment from their team to sustain an ethical organizational climate.
For all of the leaders interviewed for this study, transparency was identified as an
essential tactic for managing multi-generational teams and for establishing credibility as
an ethical leader (Ardichvili et al., 2009; M. E. Brown & Treviño, 2006). For the leaders,
transparency was defined in terms of explaining the “why” or the purpose or intention
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behind a decision and/or policy. The leaders also described transparency in terms of
being candid with their teams when they did not know the reasoning behind a decision
made by the institution or were not able to fully disclose the reasoning. By explaining
the purpose behind decisions, the leaders tactically use personal power (expert and
referent power) and rational persuasion to gain the commitment of their team to follow a
policy, which sustains an ethical organizational climate (Groves & LaRocca, 2011; Yukl
& Falbe). Participant 10 shared that when she approaches her team and explains policies
or decisions regardless of its coming from the institution or another department, she feels
“there’s never too much information.” Participant 4 also stated that he “loves being able
to explain, to go through the whole process with [his team] and to explain why we’re
going in a certain direction.” He has observed that this tactic results in more “buy in” and
“participation.”
Major finding 7. Exemplary Millennial leaders feel that ethical leadership
without accountability, from top down, is ineffective.
As an ethical role model, exemplary Millennial leaders feel that accountability for
all team members, including themselves, is an essential tactic for establishing and
sustaining an ethical organizational climate (Ardichvili et al., 2009; M. E. Brown &
Treviño, 2006; L. Morris, 2019). All leaders shared that monitoring their team’s
performance is an important aspect of their role as a manager. The examples of
accountability included addressing individuals who were not achieving daily goals (e.g.,
daily call goals to prospective students or daily reading goals for reviewing applications)
as well as more complex conversations related to how a team member was representing
the institutions. Participant 4 shared that one of his counselors of color was frustrated
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with her assigned territory because she perceived that the majority of students were
coming from a place of wealth and privilege. In a one-on-one conversation, Participant 4
reframed the situation for the counselor, clarifying that it is not fair to assume
“everything is perfect in their lives” regardless of where they live and that in addition to
representing the institution, she also is representing herself and her character in how she
interacts with any prospective student. This conversation shifted the counselor’s
perspective and is just one example of how exemplary leaders sustain an ethical
organizational climate through their tactical use of accountability. Additionally, the
leaders expressed that they hope their team also holds them as leaders accountable for
their decision-making and behavior. Participant 11 even stated that he makes it clear to
his team to “call me out” if he does something they perceive as wrong, even if it’s a
matter of opinion. Whereas previous generations of leaders have taken a “top-down”
approach to accountability, exemplary Millennial leaders approach accountability as a
“two-way street” where in addition to them holding their teams accountable, they
welcome and encourage their teams to hold them accountable as leaders.
Major finding 8. As a tactical way of building trust, exemplary Millennial
leaders intentionally demonstrate a personal interest and value for each individual’s
perspective and experience on their team.
When it comes to the individuals on their team, all leaders expressed that they
influence their team and build trust by communicating care and demonstrating an interest
in the lives of individuals on their team (Ardichvili et al., 2009; M. E. Brown & Treviño,
2006). By building connections with the individuals on their team, the leaders have the
opportunity to build their personal power (expert and referent power) by gaining insight
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about each person’s lives and interests, which can provide insights to help leaders
effectively use inspirational appeals in influencing behavior (Yukl & Falbe, 1990).
Participant 4, for example, echoed other participants when he stated that because the
members of his team are all in grad school, he makes it a point to see “how they’re doing,
how their classes are going, and ask about what they are learning.” Participant 6 shared
that when they go around as a team for each person to share their pit and peak (low point
and high point) of the week, “I'm actually listening really close and trying to figure out
what's motivating their pit and their peak for each week that goes by.” While
demonstrating a personal interest in team members is not specific to just the Millennial
generation of leaders, exemplary Millennial leaders have increased the impact of this
tactic through communicating value for each individual and actively listening to gain
insights regarding each individual’s motivations, which in turn builds trust.
Unexpected Findings
As a result of this study, the researcher discovered three unexpected findings.
The unexpected findings reflects the Data Analysis in Chapter IV and is supported by the
literature review in Chapter II.
Unexpected Finding 1
While exemplary Millennial leaders intentionally communicate care and
appreciation for each team member, the connection does not come with strings attached
(or special demands or limits).
In order for ethical leaders to be effectively use their power to influence their
teams and promote ethical decision-making, they must be perceived as authentic (M. E.
Brown & Treviño, 2006; L. Morris, 2019). By balancing care for the whole person

156

(within the context of the team) and a commitment to each individual’s development,
exemplary Millennial leaders communicate that they are vested in what is best for the
individual, even if that means that what is best for the individual is to move on to a new
job in a new department or organization. Participant 11 shared that he tells his team
directly, “I am open to using this [job] as a platform to other jobs in higher education” as
long as they are “straight up” with him. He shared that he himself was hired right out of
college as an admissions counselor and was only paid “24k” to work at his “own alma
mater,” so he empathizes with his team and feels it’s important to “create that bridge
early on in life” for the individuals on his team. Participant 5 echoed that sentiment,
stating that most people in admissions will only be part of the team for “a period of time”
and “when you’re ready to go, go.” While previous generations have placed a high value
on company loyalty, Millennials value growth and want to “better themselves” and seek
organizations that support their goals (Barbuto, 2016). As a result, and as shown in the
participant’s responses, Millennial leaders are comfortable empowering their team to
pursue growth and to move on if their position on the team in admissions/enrollment
management is not a good fit.
Unexpected Finding 2
Exemplary Millennial leaders demonstrate confidence balancing the tension of
institutional priorities, the need for more equitable admissions practices, and the
discomfort that their team may feel with the realities of admission/enrollment
management.
Exemplary leaders have the power to influence their teams when they are
perceived as principled, credible, and clearly communicate how ethics plays a role in
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decision-making (M. E. Brown & Treviño, 2006; French & Raven, 1959; L. Morris,
2019). In the context of admissions/enrollment management, ethical leadership is crucial
when there is a decision that involves balancing the tension of the institution’s priorities,
especially as it relates to tuition revenue goals, and equitable practices in the admissions
process. The Millennial leaders recognized that ethics can be “tricky” in conversations
about a prospective student’s “fit” or match with the institution, especially when the
discussion involves young professionals who are passionate about social justice and the
institution they represent, Participant 7 shared that she realizes that the young
professionals on her team are new to the realities of building an incoming class that also
meets diversity and tuition revenue goals for the institution. Her team may be advocating
to admit a prospective student who has had an extremely challenging life, but it is not a
good financial fit because the student does not qualify for merit scholarships and the
institution’s need based aid will not cover the full amount of the student’s tuition fees.
While these types of conversations can be challenging and even emotional for their
teams, all Millennial leaders indicated that their role as a leader is to be candid about the
complexities of ethical decision-making in the admissions process with their team, using
rational persuasion and inspirational appeals to coach individuals, which ensures that the
practices of their admissions/enrollment team are equitable and in alignment with the
institution’s priorities (Yukl & Falbe, 1990).
Unexpected Finding 3
Even in the face of unprecedented challenges for higher education as an industry,
exemplary Millennial leaders are grounded and committed to creating innovative
solutions.
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Exemplary leaders recognize that they can use their social power to influence
their teams in a way that benefit their organization (Atwater & Yammarino, 1996; French
& Raven, 1959; Kudisch et al., 1995; A. Pierro et al., 2013). While all of the Millennial
leaders were honest about the significant financial challenges brought about by the
Coronavirus pandemic as well as the demographic cliff (referring to the dip in population
due to less children being born that will impact higher education over the next few years),
the leaders were optimistic and engaging in initiatives to support their institution.
Participant 8 shared that he and his Vice Chancellor of Enrollment, who he reports to,
inspired and participated in the creation of a financial sustainability plan for their
institution. From Participant 8’s perspective, he felt that some of the leaders at the top at
his institution were trying to “sugar coat” their current situation because up until the last
few years, higher education has been a fairly “easy” business to be in. However,
Participant 8 and his Vice Chancellor, watching the effects of the pandemic unfold and
understanding what is ahead with the demographic cliff, felt that the institution needed to
take a much more proactive and innovative approach to their fiscal strategy, which
resulted financial sustainability plan that was also published on the institution’s website.
While previous generations have taken the tact of “handling things” behind closed doors,
exemplary Millennial leaders recognize that in the face of seismic shifts in higher
education, it is advantageous to create transparency and adopt innovative strategies.
Unexpected Finding 4
Although admissions departments have internal policies for how their institution
manages admissions and approaches ethical decision-making, there is no official code of
ethics for the college admissions.
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Exemplary leaders use their power to implement and enforce policies and
procedures to intentionally influence their teams to make ethical decisions (Mayer et al.,
2011). The exemplary Millennial leaders spoke of internal policies related to ethical
practices related to the admissions process, including the role of the institution’s mission,
tuition revenue goals, and expectations related to diversity, equity, and inclusion
initiatives. The researcher became curious about whether there were national or state
standards or a formalized code of ethics for admissions in higher education. In
conversation with Participant 8, it came to light that a few years ago there was a lawsuit
in which the U.S. Department of Justice (DOJ) sued the professional organization for
admissions, National Association for College Admission Counseling (NACAC),
regarding the code of ethics for admissions they had created. The DOJ felt that the code
of ethics limited competition between higher education institutions for prospective
students. As a result, NACAC’s Code of Ethics and Professional Practices (CEEP) was
downgraded to a “guide,” which is referred to as the Guide to Ethical Practice in College
Admission moving forward (National Association for College Admission Counseling,
2021) (see Appendix O). This decision was made as a result of a desire for NACAC to
stay true to its mission (to serve students, families, and the profession) as well as its
financial sustainability (National Association for College Admission Counseling, 2021).
As a result, ethical decision-making in the admissions process is left to individual
institutions and the leaders in admissions/enrollment to enforce. Participant 8 said that
while he used to pick up the phone and call his counterpart at another institution if an
ethical issue came up (e.g., a coach from the other institution recruiting an athlete who
had already committed to his institution), he no longer has the authority to do so. The
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presence of standards or principles, including external laws or codes of conduct,
normalizes ethical behavior and reasoning within a team or organization, which can
impact ethical behavior at the individual level (Treviño et al., 1998). Systems and
policies have been found as critical elements to sustain an ethical organizational climate
(M. E. Brown et al., 2005; Mayer et al., 2011; Victor & Cullen, 1988).
Conclusions
The researcher formulated six conclusions as a result of this research study which
reflect both the findings and unexpected findings and are also supported by the literature.
The conclusions describe how exemplary Millennial leaders in admissions/enrollment
management use power and influence to sustain an ethical organizational climate,
including the tactics they perceive as essential.
Conclusion 1
Exemplary Millennial leaders intentionally use a combination of bases of power
to effectively influence others to achieve outcomes that sustain an ethical organizational
climate (French & Raven, 1959; Lunenburg, 2012; Mayer et al., 2011; Yukle & Falbe,
1990).
All exemplary leaders who participated in this study discussed their tactical
approach to power and influence, strategically using a combination of approaches
depending on the situation. A majority of the leaders discussed a combination of
strategies involving “positional” power (power that comes from being in a leadership
role) and “personal” power, which is a combination of expert power (power related to
expertise and skill) and referent power (power that is derived from charisma and the
respect or admiration of others) (French & Raven, 1959; Randall, 2012). For example,
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Participant 11 recalled a recent instance with some team members who felt that the
department should adopt the spelling of “folks” as “folx” to be more inclusive.
Participant 11 did not feel the timing was right to make a change, but he recognized that
with a social justice-minded team, he needed to demonstrate referent power as well as
ingratiating tactics to make sure that his team members felt heard. At the same time,
Participant 11 also demonstrated positional and expert power by explaining (at the start
of the conversation with his team) that while he felt it was important to give them a
platform to share, he was going to challenge the ideas and he may not change his mind so
that the team knew what to expect. This approach, utilizing a combination of power
bases, allows exemplary Millennial leaders to ingratiate team members who may be
resistant by making them feel heard while also staying focused on their role in supporting
institution’s mission.
Conclusion 2
Exemplary Millennial leaders who effectively leverage bases of power, acting as
an ethical role model and providing clear expectations and accountability for their team,
influence their team and sustain an ethical organizational climate (Ardichvili et al.,
2009; M. E. Brown & Treviño, 2006; French & Raven, 1959; Groves & LaRocca, 2011;
L. Morris, 2019; Victor & Cullen, 1988).
All exemplary Millennial leaders in admissions/enrollment who participated in
this study recognized that one of the critical tactics of ethical leadership is demonstrating
that they are an ethical role model. This was also an important aspect of their positional
power as well as key to influencing their team’s behavior. Exemplary Millennial leaders
indicate being perceived as principled in their leadership is essential to creating an ethical
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organizational climate. Additionally, all exemplary Millennial leaders discussed the role
of clear expectations and accountability in encouraging ethical decision-making and
behavior (Mayer et al., 2011). A majority of the participants discussed the importance of
implementing a variety of new measures when they stepped into their leadership role
related to clarifying expectations and providing accountability, including daily call goals
and documenting and tracking communication, establishing expert power as a leader.
Participant 4 shared that an important initiative when he started was to have his
counselors document “everything,” including call logs, emails, and appointment, which
was initially met with resistance. While he understood the importance of documentation
from his perspective as a leader, he understood that he needed to approach it strategically
for the initiative to be effectively implemented with his team. Demonstrating referent
power, Participant 4 framed the imitative (to document all of their activity as counselors)
as an expression of his trust for his team and a measure to protect them. He explained
that he “trusts” his team to do what they are trained to do, and with documentation, they
have “the receipts to show it” (Participant 4).
Conclusion 3
Exemplary Millennial leaders used feedback as a tactic and an
opportunity for two-way communication to empower their team as well as influence their
team to align their decision-making and behavior with the policies and/or mission of the
department (Groves & LaRocca, 2011; Mayer et al., 2011).
The exemplary Millennial leaders all emphasized the power of listening and
making the individuals on their team feel heard. The leaders agreed that whenever
addressing an issue with an individual, they start by asking probing questions to
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understand the individual’s perspective. The leaders also indicated an awareness that
when a team member is experiencing issues at home, it often affects the individual’s
performance at work. By starting with probing questions, providing an opportunity for
an individual to open up and share the full story, even if he or she is out of compliance or
out of line, the leaders have found that they are able to develop a more effective
understanding of the individuals on their team. Once a person feels heard, the leaders
explained that it usually has an immediate impact on the person’s demeanor and attitude
because the person feels valued. This approach uses referent power to communicate the
leader’s benevolent motivation as well, which can influence the ethical behavior of
individuals as well as sustain an ethical organizational climate (Treviño et al., 1998). The
leaders then have the opportunity to capitalize on the positive effects of listening to bring
the team member back in alignment with the policies and/or mission of the department.
Many shared that they also take the time to provide support as needed to get the
individual on track (e.g., providing a calendar template to schedule the week’s tasks).
Participant 9 shared that when one of the individuals on his team expressed his inability
to complete all of the tasks in a 40-hour work week, he saw there were two possible
approaches. The first one would be to state that “you’re a professional, you manage your
calendar, so figure it out” or he could provide support to get the team member on track.
In this instance he put together a sample calendar and then took time to “unpack pressure
points” for the individual. For Participant 9, this example represents when it means to
“take care of our people first.” For exemplary Millennial leaders, a distinctive element of
their management is that it is driven by a desire to collaborate, to engage in meaningful
work with others, and to empower others (Frauenheim, 2019; Stokes, 2020).
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Conclusion 4
Exemplary Millennial leaders leverage a combination of bases of power to
initiate crucial conversations about ethically-charged topics and create a safe space for
honest dialogue, which enforces ethical decision-making and an ethical organizational
climate (Ardichvili et al., 2009; M. E. Brown & Treviño, 2006; Victor & Cullen, 1988).
As higher education institutions are initiating more equitable admissions
practices/enrollment strategies, exemplary Millennial leaders shared that ethicallycharged conversations are a necessity to ensure the institution achieves their goals and
that the students admitted will thrive at the institution. For the leaders, they see
themselves in a coaching role with their team, providing context for institutional
priorities, especially when it comes to privileging a specific type of diversity over
another. All leaders recounted a time when they had a one-on-one conversation where
they needed to help an individual on their team come to terms with the need to align
decision-making with the mission of the institution, even if this “new” or “modified”
practice may not have aligned with the individual’s position on the matter. One
participant shared about a team member who found that the institution’s initiative to raise
the percentage of Black students to 10% by 2025 was privileging one diversity over other
groups, including Native American students and Latinx students. In this instance, the
participant used expert power to share the historical context for the decision to privilege
Black students in the admissions process as well as referent power to acknowledge that
the institution should do more for all groups of color. The participant concluded with
sharing that while they (the participant and the team member) wishes the institution could
do better for all groups, it was important to acknowledge that “it is a step in the right
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direction.” A climate that promotes moral development and reasoning establishes ethical
behavior and decision-making as the norm, which is the foundation of an ethical climate.
Conclusion 5
Exemplary Millennial leaders establish credibility by strategically using
transparency as a communication strategy to motivate their team (M. E. Brown &
Treviño, 2006; French & Raven, 1959; Yukl & Falbe, 1990).
Exemplary Millennial leaders regard transparency, or explaining the “why” and/or
purpose behind a decision, as an essential tactic that creates trust between the leaders and
their team. They feel transparency is especially important when an expectation or policy
may have a negative impact on the team members (e.g., working on a Saturday). While
they described transparency as a tool to motivate their team, they also expressed that
being transparent (whenever possible) communicates their competence as a leader (expert
power) by showing their team that they are not just blindly taking orders from the higher
levels of leadership in the institution (rational persuasion). By creating trust through
transparency and treating their team with respect by providing the rationale, exemplary
Millennial leaders facilitate commitment to the institution and its mission (Caldwell &
Dixon, 2010).
Conclusion 6
Exemplary Millennials leaders who initiate and support professional and
personal development opportunities for their team reinforce their commitment to the
individuals on their team, which promotes ethical decision-making and an ethical
organizational climate (M. E. Brown & Treviño, 2006; French & Raven, 1959; Victor &
Cullen, 1988; Yukl & Falbe, 1990).
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The exemplary Millennial leaders who participated in this study recognize the
importance of providing opportunities and pathways for their teams to develop. Rather
than the traditional approach of prioritizing institutional loyalty, exemplary Millennial
leaders empower their team and invest time to support the development of individual
team members. In some cases, the leaders, using ingratiating tactics, encouraged their
younger team members to regularly update their resume and to “float” their resume every
once in a while, to see what other opportunities are available. In other instances, leaders
sought out opportunities to promote or increase compensation to reward and
acknowledge the performance and contributions of individuals on the team, which
promotes an ethical organizational climate by valuing the well-being of individuals. It
was also important to the leaders to be candid with their team when limited opportunities
were available and support the team members to move on to institutions or organizations
where there is more opportunity for growth. The leaders shared that regardless of how
long an individual is on the team, the leaders hope the experience of being in their
department helped each team member grow their skills so they can take those skills with
them to their next position.
Implications for Action
The prior conclusions suggest that the Millennial leaders in
admissions/enrollment management who participated in this study possess the skills and
experience to provide invaluable leadership in higher education institution as they rise to
the unprecedented challenges the industry is facing, including the Coronavirus pandemic,
increasing public scrutiny, and an impending demographic cliff. In this section, the
researcher included recommendations or implications for action drawn from the
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conclusions of this research study. The four implications for action are synthesized from
the findings and the literature review in this study.
Implication 1
To acknowledge the talent and potential of exemplary Millennial leaders in
higher education, including leaders in admissions/enrollment management who are using
their power and influence to sustain an ethical organizational climate, higher education
institutions should implement an executive coaching program to empower the next
generation of leaders within their organizations with the skills and insights for managing
teams and ethical decision-making on a larger scale. A leader’s tactical use of personal
power often results in follower satisfaction and commitment (Atwater & Yammarino,
1996; Kudisch et al., 1995; A. Pierro et al., 2013). Since younger generations, including
Millennials, possess a unique approach to power and influence as it relates to sustaining
an ethical organizational climate and desire to make a difference as well as engage in
meaningful work, an executive coaching program would provide an opportunity for
younger leaders to expand their skill set, understanding how to manage larger teams and
the complexities of ethical decision-making at higher positions of leadership while also
supporting the sustainability of their institution (Wicks, 2017). This may include but is
not limited to formal mentorship, access to funds for professional development, and
opportunities to participate in decision-making and/or special projects on a larger scale.
For the Millennial generation who prioritize their well-being and growth over loyalty to
an institution, investing in an executive coaching program will help retain exemplary
Millennial leaders and communicate an institution’s long-term investment in their
development.
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Implication 2
In order to sustain an ethical and inclusive organizational climate, higher
education institutions need to appoint exemplary Millennial leaders to lead multigenerational task forces to standardize policies and procedures for management across
all departments, including expectations for documenting processes, performance
evaluations, and professional development budget.
Policies and procedures, in addition to ethical leadership, are essential
components for an ethical organizational climate (Mayer et al., 2011). In higher
education, exemplary Millennial leaders are confident in adopting new policies,
especially those that promote more inclusive practices for their team (C. Smith & Turner,
2016). For exemplary Millennial leaders, diversity and inclusivity are important values,
so when they recognize inequities at any level (especially if it impacts their team
members or the students they serve), they become advocates, especially when they see
that their advocacy will serve individuals as well as support the institution’s mission
(Stokes, 2020; Twenge, 2020). Therefore, it is incumbent on higher education
institutions to create multi-generational tasks forces, in conjunction with Human
Resources and the Diversity, Equity, and Inclusion departments, led by exemplary
Millennial leaders to examine current practices and propose recommendations for
standardizing inclusive and equitable processes (including the equal distribution of
resources across all departments) especially in admissions/enrollment management where
the pressure to meet tuition revenue goals in the face of significant challenges has never
been higher.
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Implication 3
Higher education institutions should appoint exemplary Millennial leaders to
lead, organize, and manage a multi-generational committee dedicated to assessing the
organizational climate within institutions and provide resources for the committee to
carry out initiatives that will promote an ethical organizational climate.
As higher education faces increased scrutiny as a result of admissions scandals as
well as increasing student loan debt, it is important for institutions and their leaders to
take inventory of the organizational climate (Chappell, 2012; Gross, 2017; Jones, 2018;
Seltzer, 2017; Waite & Allen, 2003; Watanabe, 2020; Whistle, 2020). By appointing
exemplary Millennial leaders to lead a committee dedicated to measure the organizational
climate of an institution and providing resources for the committee to plan and execute
initiatives, institutions will demonstrate to their stakeholders within the institution and to
the public that ethics are a high priority. Empowering exemplary Millennial leaders to
lead the charge for sustaining an ethical organizational climate will also demonstrate the
institution’s commitment to inclusive and innovative practices, providing an opportunity
for the next generation of leaders to share their unique perspective and shape an
organizational climate that can sustain institutions through the uncertain times ahead (M.
E. Brown & Treviño, 2006; Morris, 2019; C. Smith & Turner, 2016). Additionally, by
championing multi-generational discussions and decision-making (led by Millennial
leaders), Boards of Regents, Chancellors, Presidents, and Vice Chancellors stand to gain
a competitive advantage by prioritizing and funding innovative approaches to sustaining
an ethical climate in unprecedented times.
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Implication 4
Institutions need to empower their exemplary Millennial leaders of
admissions/enrollment management to spearhead the reinstatement of a code of ethics for
admissions in higher education in the United States.
By adopting ethical policies and procedures, exemplary leaders can limit
misconduct as well as support an ethical organizational climate (Mayer et al., 2011).
Although higher education institutions have internal policies and procedures, due to the
DOJ lawsuit filed against NACAC, the CEEP is now just a “guide” because the DOJ
argued CEEP limited competition between higher education institutions (National
Association for College Admission Counseling, 2021). With the recent admissions
scandals in higher education, institutions can enhance their credibility and influence their
organizational climate by empowering exemplary Millennial leaders to lead the charge to
reinstate the code of ethics, starting with adopting and enforcing the NACAC Guide to
Ethical Practice in College Admission. Additionally, institutions should encourage
partnerships between Millennial leaders and the NACAC (e.g., networking with the
leaders of the special interest group sponsored by NACAC, Millennial Deans and
Directors of Admissions, which many of the participants of this study are members of) to
champion ethical practices in admissions in their institution and throughout the U.S.,
which will create and help sustain an ethical organizational climate across the industry
(M. E. Brown & Treviño, 2006; L. Morris, 2019).
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Recommendations for Further Research
This study explored the way exemplary Millennial leaders in
admissions/enrollment management use power and influence to create and sustain an
ethical organizational climate, including the tactics they perceive as essential. The
researcher respectfully proposes the following recommendations for future research.
Recommendation 1
The American Educational Research Association (AERA) should replicate this
qualitative case study (which is focused on exemplary Millennial leaders in
admissions/enrollment management private non-profit universities in California, Oregon,
and Washington) to see if the findings presented in this study are shared in public higher
education institutions in California, Oregon, and Washington.
Recommendation 2
The NACAC should sponsor a mixed-methods study, involving interviews and a
survey, to describe how leaders in college admissions throughout the United States are
using the Guide to Ethical Practice in College Admission to identify gaps in the
admissions process related to ethics as well as emerging challenges in the aftermath of
the Coronavirus pandemic.
Recommendation 3
The Association of Management/International Association of Management
(AOM/IAOM) should sponsor a phenomenological study to investigate how exemplary
Millennial managers use power and influence to create an ethical organizational climate
with multigenerational virtual teams, which may include members in different states or
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different countries. The study should also describe essential tactics and resources to
sustain an ethical organizational climate in a virtual team.
Recommendation 4
The American Association of School Administrators (AASA) should sponsor a
mixed methods study, involving interviews and surveys, to describe how Baby Boomers
and Gen X Vice Chancellors are leveraging bases of social power to promote an ethical
organizational climate in the changing landscape in higher education, including
technological advancements, the demographic cliff, and the impact of the Coronavirus
pandemic.
Recommendation 5
The U.S. Department of Education should sponsor a mixed methods study, using
interviews as well as data related to tuition revenue and enrollment, to describe the
impact of Coronavirus pandemic on the admissions process at selective private non-profit
institutions and examine how leaders in admissions are using power and influence to
achieve tuition revenue goals, meet goals for diversity, equity, and inclusion, and
promote ethical decision-making.
Concluding Remarks and Reflections
In recent history, higher education has faced increasing scrutiny, especially in
private non-profit institutions where admissions scandals and other egregious abuses of
power have rocked the public’s faith. As a lifelong learner and passionate educator in
higher education, this researcher had a deep curiosity to understand how a new generation
of leaders in higher education, Millennials, were using their power and influence to create
and sustain ethical decision-making and their behavior in the wake of the scandals.
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However, in the midst of my initial investigation, an event occurred that few could have
predicted that would severely impact higher education, especially admissions/enrollment:
the COVID-19 pandemic. Even the most prestigious of Ivy League schools were not
immune to the chaotic transition to 100% virtual learning in March of 2020. In addition,
the issues of systemic racism and police brutality towards Black Americans in the United
States hit a boiling point in the wake of the murder of George Floyd, Breonna Taylor, and
Ahmad Avery among countless others. Although these catastrophic events brought many
important issues to light, they introduced unforeseen challenges for leaders in
admissions/enrollment management in private non-profit universities. Would the CDC
provide a pathway for students to return to campus for the fall term in 2020? How would
private non-profit institutions balance tuition revenue goals, especially in the wake of the
pandemic, with the urgent need to create more equitable admissions/retention practices?
These were just some of the looming questions the leaders I interviewed were facing.
While this has been one of the highest pressure admissions seasons in higher
education, when this researcher interviewed the 11 exemplary Millennials leaders for this
study, they were empowered and grounded. Their candidness exuded warmth, even as
they described the formidable challenges they were facing which included the uncertainty
of when students would be able to return to campus amid the Coronavirus pandemic, high
expectations related to meeting specific quotas for creating greater diversity in the student
population, and the risks of a recruiting season involving students visiting campus from
all over the nation who may not have access to the Coronavirus vaccine and would be
putting themselves and others at risk traveling to campus. In the face of tremendous
ambiguity regarding the future in their industry, the leaders spoke matter-of-factly and
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with strength; they did not communicate discouragement. Their passion about their
mission and their responsibility to their institution as well as their team to do the hard
work was inspiring and compelling. Additionally, their humble confidence and
willingness to roll up their sleeves to get creative and innovative and to find new
solutions was remarkable, especially because this seemed to call in to question the
stereotypes for the Millennial generation, who have sometimes been described as high
maintenance and disloyal. However, the researcher noticed that the turmoil in higher
education has seemingly revealed that Millennial leaders, perhaps because of their
disposition and experiences as a generation, have the grit and resourcefulness for this
type of challenge.
Interviewing the exemplary Millennial leaders was like attending a leadership
masterclass. This researcher was humbled, honored, and inspired by the leaders’ stories
and their willingness to bravely open themselves up to a conversation about power,
influence, and ethics in admissions/enrollment management.
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social learning perspective for construct development and testing. Organizational
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APPENDIX D
Research Study Request Letter
Date:
Dear Managers of Millennial Deans and Directors of Admission Private Facebook Group,
My name is Sasha Crowley, and I am a Doctoral Candidate at Brandman University’s
Doctor of Education in Organizational Leadership Program. Currently, I am working on
a dissertation that investigates how Millennial leaders in admissions/enrollment
management in California, Oregon, and Washington use power and influence to cultivate
an ethical organizational climate. I am reaching out to request your help in identifying
participants (leaders in admissions/enrollment management) who have been
acknowledged as exemplary leaders.
Is it possible for you to provide a list of recipients of to provide a list of Millennial
leaders in admissions/enrollment management who would fit the criteria? Your help with
this research is much appreciated.
Once the research is complete, I would be happy to provide the results to your Facebook
group. Thank you for your consideration and I hope to hear from you soon.
Respectfully,

Sasha Crowley
Doctoral Candidate
scrowley@mail.brandman.edu
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APPENDIX E
Participants Letter of Invitation
STUDY: Exemplary Leaders’ Use of Power and Influence to Cultivate an Ethical
Organizational Climate: Case Studies of Millennial Leaders in Admissions and
Enrollment Management in Private Non-profit Higher Education
Date:
Dear Prospective Study Participant,
I hope this email finds you well and open to accept this invitation to participate in a study
based on your unique characteristics as a Millennial leader in admissions/enrollment
management who has been recognized for exemplary leadership. This is a formal
invitation to participate in a qualitative case study to investigate how Millennial leader in
admissions/enrollment management use power and influence to cultivate an ethical
organizational climate. Your insight and thoughtful participation as an exemplary
Millennial leader in admissions/enrollment management will add to the body of literature
on power, influence, leadership tactics and ethical climate.
I am the main investigator and a doctoral candidate in Organizational Leadership at
Brandman University. You were chosen to participate in this study because you are a
leader in admissions/enrollment management in private non-profit higher education in
California, Oregon, or Washington who belongs to the Millennial generation (born 19811996) and have been recognized for exemplary leadership.
The study includes your participation in an approximate 60-minute interview via Zoom
and examination of relevant artifacts. Your participation is entirely voluntary, and you
may withdraw from the study at any time without consequences.
PURPOSE: The primary purpose of this research is to describe how exemplary
Millennial leaders in admissions/enrollment management use power and influence to
cultivate an ethical organizational climate. The secondary purpose is to explore
Millennial leaders’ in admissions/enrollment management perceptions of the essential
tactics they use to develop and sustain an ethical organizational climate. Your insight
and thoughtful participation on these topics as an exemplary Millennial leader in
admissions/enrollment management is much appreciated.
PROCEDURES: If you decide to participate in the study, then you may proceed with a
short form to confirm age (born 1981–1996) and employment (leader in
admissions/enrollment management in private non-profit higher education institution in

215

California, Oregon, or Washington) eligibility. Once eligibility is confirmed, you will be
asked if you would like to participate in a voluntary interview.
The researcher will then contact those interested participants to schedule an interview.
During the interview, you will be asked a series of questions designed understand your
educational context and how you use power and influence and the tactics you use to
cultivate an ethical organizational climate.
With your permission, I will make an audio recording of our conversation and transcribe
it for your review. I will send the transcription to you via confidential email after your
interview for your feedback to make sure that I have accurately captured our
conversation.
RISKS, INCONVENIENCES, AND DISCOMFORTS: There are minimal risks to
your participation in this research study. It may be inconvenient to spend up to one hour
in the interview. However, the interview session will be held online, over Zoom, at an
agreed upon time, to minimize this inconvenience.
POTENTIAL BENEFITS: There are no major benefits to you for participation,
however, your input and feedback could help add to the research regarding Millennial
leader in admissions/enrollment management use of power and influence to create and
sustain an ethical climate. The information from this study is intended to inform
researchers, policymakers, and educators. Additionally, the findings and
recommendations from this study will be made available to all participants.
ANONYMITY: Records of information that you provide for the research study, and
any personal information you provide, will not be linked in any way. It will not be
possible to identify you as the person who provided any specific information for the
study.
You are encouraged to ask questions, at any time that will help you understand how
this study will be performed and/or how it will affect you. You may contact me at
[redacted] or by email at scrowley@mail.brandman.edu. You can also contact Dr.
Lisbeth Johnson by email at ljohnso3@brandman.edu. If you have any further
questions or concerns about this study or your rights as a study participant, you may
write or call the Office of the Executive Vice Chancellor of Academic Affairs,
Brandman University, 16355 Laguna Canyon Road, Irvine, CA 92618, (949) 3417641.
Respectfully,

Sasha Crowley
Doctoral Candidate
scrowley@mail.brandman.edu
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APPENDIX F
Exemplary Millennial Leaders Thematic Interview Protocol
Date:
Time:
Interview Participant Code:
Introductions and Brief Description
Good morning/afternoon/evening. I am a doctoral candidate in Organizational
Leadership at Brandman University. As part of my doctoral research, I am interviewing
leaders in admissions/enrollment management in California, Oregon, or Washington who
belong to the Millennial generation (born between 1981-1996) and who have been
recognized for exemplary leadership. Thank you so much for agreeing to participate in
my study and to be interviewed.
The primary purpose of my research is to describe how exemplary Millennial leaders in
admissions/enrollment management use power and influence to cultivate an ethical
organizational climate. The secondary purpose is to explore Millennial leaders’ in
admissions/enrollment management perceptions of the essential tactics they use to
develop and sustain an ethical organizational climate. Your insight and thoughtful
participation about these topics as an exemplary Millennial leader in
admissions/enrollment management is much appreciated.
Please note that the term tactic is defined as small steps or behaviors that support the
progress of a leaders’ strategy to achieve long term goals. For this study, we are defining
an ethical organizational climate as one that provides valuable guidance to employees by
reinforcing the norms and behaviors that impact ethical decision making and actions.
The interview I will be requesting you to schedule will take approximately 60 minutes.
To ensure that all interviews in my study are consistent, I will be asking the same
questions for all the participants who voluntarily agree to participate in this study.
Because of this COVID environment, it will be helpful to meet using a Zoom platform.
My Zoom address is: [redacted].
Informed Consent
Before we begin, I want to assure you that your privacy is essential, and everything
connected with your participation will remain confidential. Participants will be assigned
a coded identifier. Your name and any identifying information will be kept in a secure
place and not released for any purpose. With your permission, I will make a recording of
our conversation and transcribe it for your review. I will send the transcription to you via
confidential email after your interview for your feedback to make sure that I have
accurately captured our conversation.
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Thank you for confirming that you have received the Informed Consent and Brandman
Bill of Rights. Do you have any questions about the document? Please know that at any
time during the interview, you may stop your participation, skip a question, or withdraw
from the process. Do you have any questions before we begin? I will now start the
recording.
Context Questions
First, I have a few short questions to gain an understanding of your context.
1. Can you tell me about your position and your responsibilities?
2. How long have you been in your position and how long have you worked at your
institution?
3. Were you previously in a leadership role before your current position?
4. As a leader, what characteristics do you bring as a leader to your
team/department?
5. What role do you think ethics plays in your team/department and your institution?
6. As the leader of your team/department, what role do you feel you play in
promoting an ethical organizational climate?
Interview Question 1: As a leader, how would you describe your approach to power and
influence, especially as it relates to your interactions with your team/department, to
establish an ethical climate in your team/department?
• Follow-up Question 1:
o Can you share a tactic, related to power and influence, that you use when
interacting with your team/department? How essential was/is that tactic in
establishing an ethical climate?
Interview Question 2: Ethical organizational climates within admissions departments
tend to have a set of policies or norms grounded in ethical values. How have you used
your power and influence as the leader of your department or team to develop and
reinforce these norms?
• Follow-up Question 2
o Can you share a tactic, related to power and influence, that you use to
develop and reinforce ethical norms? How essential was/is that tactic in
establishing an ethical climate?
Interview Question 3: In the context of developing an ethical organizational climate in
your team/department, how have you used your power and influence as a leader to
promote ethical decision making and behavior?
• Follow-up Question 3
o Can you share a tactic, related to power and influence, that you use to
promote ethical decision making and behavior? How essential was/is that
tactic in supporting an ethical climate?
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Interview Question 4: In admissions/enrollment management, as with any profession or
field, ethical challenges may arise. When ethical challenges arise, how do you use power
and influence with your team/department (as a group and/or as individuals) to respond to
the challenge ethically and promote an ethical organizational climate?
• Follow-up Questions 4
o As a leader, what is a tactic you use when someone violates the ethical
norms you have established in your team/department? How essential
was/is that tactic in supporting an ethical climate?
Interview Question 5: When interacting with other leaders or staff in your institution
(outside of your team/department), with students, or other outside stakeholders, how do
you use power and influence to promote an ethical organizational climate?
• Follow-up Questions 5
o Can you elaborate more about a tactic that you perceive as essential to
promoting an ethical organizational climate with those outside of your
team/department, perhaps with an example? How essential was/is that
tactic in supporting an ethical climate?
Interview Question 6: As a Millennial leader of admissions and/or enrollment
management, you are probably one of the younger leaders in your institution. When you
compare approaches to power and influence that leaders may have used in the past to
promote an ethical organizational climate, what changes do you envision Millennial
leaders may bring to leadership roles in admissions or enrollment management,
including the power and influence that comes with the roles?
• Follow-up Questions 6
• Can you elaborate more about a tactic of Millennial leaders in admissions as it
relates to promoting an ethical organizational climate, perhaps with an
example? How essential was/is that tactic in supporting an ethical climate?
Interview Conclusion
Thank you so much for your time and participation; this concludes our interview. Do you
have anything else you would like to add or share regarding your experiences as a
Millennial dean or director of admissions related to the use of power and influence to
cultivate an ethical organizational climate?
I will send you the transcription of this interview within the next week via email. Can
you confirm the best email to send it to so that it is confidential? If you have any
corrections or additions, feel free to send them to me. I will let you know when I have
completed my research and would be happy to send you a copy of the final study. Again,
thank you so much for taking the time to participate in my research.
Possible probes that can be added to any question for clarification:
1. “Would you expand upon that a bit?”
2. “Do you have more to add?”
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3.
4.
5.
6.
7.

“What did you mean by ....”
“Why do think that was the case?”
“Could you please tell me more about.... “
“Can you give me an example of ....”
“Why did you choose to...?”
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APPENDIX G
Alignment of Interview Questions and Research Questions
Research Question
1. How do exemplary
Millennial deans or
directors of
admissions use
power and influence
to develop and
sustain an ethical
organizational
climate?

Research Question
2. What are the
essential tactics that
exemplary
Millennial deans or
directors of
admissions perceive
as effective in
creating and
sustaining an ethical
organizational
climate?

Interview Questions (IQ)
IQ 1: As a leader, how would you describe your approach to power and
influence, especially as it relates to your interactions with your
team/department, to establish an ethical climate in your
team/department?
IQ 2: Ethical organizational climates within admissions departments tend
to have a set of policies or norms grounded in ethical values. How have
you used your power and influence as the leader of your department or
team to develop and reinforce these norms?
IQ 3: In the context of developing an ethical organizational climate in
your team/department, how have you used your power and influence as a
leader to promote ethical decision making and behavior?
IQ 4: In admissions/enrollment management, as with any profession or
field, ethical challenges may arise. When ethical challenges arise, how do
you use power and influence with your team/department (as a group
and/or as individuals) to respond to the challenge ethically and promote
an ethical organizational climate?
IQ 5: When interacting with other leaders or staff in your institution
(outside of your team/department), with students, or other outside
stakeholders, how do you use power and influence to promote an ethical
organizational climate?
IQ 6: As a Millennial leader of admissions and/or enrollment
management, you are probably one of the younger leaders in your
institution. When you compare approaches to power and influence that
leaders may have used in the past to promote an ethical organizational
climate, what changes do you envision Millennial leaders may bring to
leadership roles in admissions or enrollment management, including the
power and influence that comes with the roles?
Follow-up Questions (FQ)
FQ 1: Can you share a tactic, related to power and influence, that you use
when interacting with your team/department? How essential was/is that
tactic in establishing an ethical climate?
FQ 2: Can you share a tactic, related to power and influence, that you use
to develop and reinforce ethical norms? How essential was/is that tactic
in establishing an ethical climate?
FQ 3: Can you share a tactic, related to power and influence, that you use
to promote ethical decision making and behavior? How essential was/is
that tactic in supporting an ethical climate?
FQ 4: As a leader, what is a tactic you use when someone violates the
ethical norms you have established in your team/department? How
essential was/is that tactic in supporting an ethical climate?
FQ 5: Can you elaborate more about a tactic that you perceive as
essential to promoting an ethical organizational climate with those
outside of your team/department, perhaps with an example? How
essential was/is that tactic in supporting an ethical climate?
FQ 6: Can you elaborate more about a tactic of Millennial leaders in
admissions as it relates to promoting an ethical organizational climate,
perhaps with an example? How essential was/is that tactic in supporting
an ethical climate?
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APPENDIX H
Informed Consent Form
BRANDMAN UNIVERSITY
16355 LAGUNA CANYON ROAD
IRVINE, CA 92618
RESEARCH STUDY TITLE: Exemplary Leaders’ Use of Power and Influence to
Cultivate an Ethical Organizational Climate: Case Studies of Millennial Leaders in
Admissions/Enrollment Management in Private Non-profit Higher Education
RESPONSIBLE INVESTIGATOR: Sasha Crowley, Doctoral Candidate
TITLE OF CONSENT FORM: Consent to Participate in Research
PURPOSE OF THE STUDY: This study is being conducted for a dissertation for the
Doctor of Education in Organizational Leadership program at Brandman University. The
purpose of this qualitative multiple case study was to identify and describe how exemplary
Millennial Leaders in Admissions/Enrollment Management use power and influence to
develop and sustain an ethical organizational climate. A secondary purpose of this study was
to describe essential tactics Millennial Leaders in Admissions/Enrollment Management
perceive as effective in developing and sustaining an ethical organizational climate.
PROCEDURES: In participating in this research study, I agree to participate in an audio
(Zoom)-recorded, semi-structured interview. The interview will take place, online, at a
predetermined day and time, and will last approximately an hour. During the interview, I
will be asked a series of questions designed understand my educational context and how I use
power and influence and the tactics I use to cultivate an ethical organizational climate.
I agree to provide artifacts such as agendas, planning documents, or other non-private
documents to be reviewed by the researcher. The researcher will not publish artifacts and
will keep the information protected for the privacy of the participants.
I understand that:
a) The possible risks or discomforts associated with this research are minimal. It may
be inconvenient to spend up to one hour in the interview. However, the interview
session will be held at an agreed upon date/time, to minimize this inconvenience.
b) I will not be compensated for my participation in this study. The possible benefit of
this study is to add to the research regarding Millennial Leaders in
Admissions/Enrollment Management use of power and influence to create and
sustain an ethical climate. The information from this study is intended to inform
researchers, policymakers, and educators. The findings and recommendations from
this study will be made available to all participants.
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c) Any questions I have concerning my participation in this study will be answered by
Sasha Crowley, Brandman University Doctoral Candidate. I understand that Sasha
Crowley may be contacted by phone at (949) 683-1791 or by email at
scrowley@mail.brandman.edu. The dissertation chairperson may also answer
questions: Dr. Lisbeth Johnson at ljohnso3@brandman.edu.
d) I may refuse to participate or withdraw from this study at any time without any
negative consequences. Also, the investigator may stop the study at any time.
e) The study will be audio recorded, and the recordings will not be used beyond the
scope of this project. Audio recordings will be used to transcribe the interviews.
Once the interviews are transcribed, the audio/video and interview transcripts will be
kept for a minimum of three years by the investigator in a secure location.
f) No information that identifies me will be released without my separate consent and
that all identifiable information will be protected to the limits allowed by law. If the
study design or the use of the data is to be changed, I will be informed, and my
consent re-obtained. If I have any questions, comments, or concerns about the study
or the informed consent process, I may write or call the Office of the Executive Vice
Chancellor of Academic Affairs, Brandman University, 16355 Laguna Canyon Road,
Irvine, CA 92618, (949) 341-7641. I acknowledge that I have received a copy of this
form and the Research Participant’s Bill of Rights.
ELECTRONIC CONSENT: Please select your choice regarding participation following
indication that you meet the age and employment criteria. Selecting “agree” indicates
that you have read the informed consent form and the information in this document and
that you voluntarily agree to participate and that you meet the age and employment
criteria.
□ AGREE: I acknowledge receipt of the complete Informed Consent packet and “Bill of
Rights.” I have read the materials and give my consent to participate in the study.
□ DISAGREE: I do not wish to participate in the study.
ELIGIBILITY CRITERIA:
Age criteria: I was born between 1981 and 1996.
 Yes
 No
Employment: I have been a leader in admissions/enrollment management for a private
nonprofit higher education institution in California, Oregon, or Washington for three
years or more.
 Yes
 No
Exemplary leadership: I have been recognized by my peers, institution, or by an outside
organization for my leadership.
 Yes
 No
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APPENDIX I
Interview Feedback Reflection Questions
Conducting interviews is a learned skill set/experience. Gaining valuable insight about
your interview skills and affect with the interview will support your data gathering when
interviewing the actual participants. As the researcher you should reflect on the questions
below after completing the interview. You should also discuss the following reflection
questions with your ‘observer’ after completing the interview field test. The questions
are written from your prospective as the interviewer. However, you can verbalize your
thoughts with the observer and they can add valuable insight from their observation.
1. How long did the interview take? _____ Did the time seem to be appropriate?
2. How did you feel during the interview? Comfortable? Nervous?
3. Going into it, did you feel prepared to conduct the interview? Is there something
you could have done to be better prepared?
4. What parts of the interview went the most smoothly and why do you think that
was the case?
5. What parts of the interview seemed to struggle and why do you think that was the
case?
6. If you were to change any part of the interview, what would that part be and how
would you change it?
7. What suggestions do you have for improving the overall process?
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APPENDIX J
Certificate of Completion of Training by National Institute of Health (NIH)- Office
of Extramural Research Protecting Human Research Participants

225

APPENDIX K
Bill of Rights

BRANDMAN UNIVERSITY INSTITUTIONAL REVIEW BOARD
Research Participant’s Bill of Rights
Any person who is requested to consent to participate as a subject in an experiment, or
who is requested to consent on behalf of another, has the following rights:
1. To be told what the study is attempting to discover.
2. To be told what will happen in the study and whether any of the procedures, drugs

or devices are different from what would be used in standard practice.

3. To be told about the risks, side effects or discomforts of the things that may

happen to him/her.

4. To be told if he/she can expect any benefit from participating and, if so, what the

benefits might be.

5. To be told what other choices he/she has and how they may be better or worse

than being in the study.

6. To be allowed to ask any questions concerning the study both before agreeing to

be involved and during the study.

7. To be told what sort of medical treatment is available if any complications arise.
8. To refuse to participate at all before or after the study is started without any

adverse effects.

9. To receive a copy of the signed and dated consent form.
10. To be free of pressures when considering whether he/she wishes to agree to be in

the study.

If at any time you have questions regarding a research study, you should ask the
researchers to answer them. You also may contact the Brandman University Institutional
Review Board, which is concerned with the protection of volunteers in research projects.
The Brandman University Institutional Review Board may be contacted either by
telephoning the Office of Academic Affairs at (949) 341-9937 or by writing to the Vice
Chancellor of Academic Affairs, Brandman University, 16355 Laguna Canyon Road,
Irvine, CA, 92618.
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APPENDIX L
Audio/Video Release Form
RESEARCH STUDY TITLE: Exemplary Leaders’ Use of Power and Influence to
Cultivate an Ethical Organizational Climate: Case Studies of Millennial Leaders in
Admissions/Enrollment Management in Private Non-profit Higher Education
BRANDMAN UNIVERSITY
16355 LAGUNA CANYON ROAD
IRVINE, CA 92618
I authorize Sasha Crowley, Brandman University Doctoral Candidate, to video record
myself/voice. I give Brandman University and all persons or entities associated with this
research study permission or authority to use this recording for activities associated with
this research study.
I understand that the recording will be used for transcription purposes and the
information obtained during the interview may be published in a journal/dissertation or
presented at meetings/presentations.
I will be consulted about the use of the video/audio recordings for any purpose other than
those listed above. Additionally, I waive any right to royalties or other compensation
arising correlated to the use of information obtained from the recording.
By signing this form, I acknowledge that I have completely read and fully understand the
above release and agree to the outlined terms. I hereby release all claims against any
person or organization utilizing this material.

_____________________________________________

__________________

Signature of Participant or Responsible Party

Date
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APPENDIX M
Theoretical Framework Artifact Review Form
Tactical Use of Power and Influence
Artifact Description
Ethical Use of Power
Positional

Evidence

Personal

Ethical Leadership
Artifact Description

Attributes of Ethical
Evidence
Leadership
Moral Person
 Traits
 Behaviors
 Ethical Decision
Making
Moral Manager
 Role modeling
 Rewards and Discipline
 Communicating Ethical
Values

Ethical Organizational Climate
Artifact Description
Ethical Organizational
Bases
 Law and code
 Caring
 Instrumentalism
 Individualism
 Rules
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APPENDIX N
One-on-one Meeting Template
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Phone Dos and Don’ts
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APPENDIX 0
National Association for College Admissions
Counseling Guide to Ethical Practice in College Admission
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